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Abstract 
This study sought to explore organisational factors that drive successful 
fundraising and investigate theoretical underpinnings that could support fundraising 
effectiveness.  
Australian health charities are plentiful, with many successfully using 
fundraising as a sustainable source of income. This study sought to learn from these 
organisations, provide evidence of their success, offer guidance to other organisations 
and contribute to fundraising theory.  
Using Strategic Management Theory and Perspectives and applying a qualitative 
methodology the study engaged with 23 organisations in the Australian health sector 
and 30 Chief Executive Officers (CEOs) and Fundraisers. The study examined internal 
and external organisational factors to inform fundraising effectiveness.  Study 
participants provided numerous insights into the value of fundraising; 
recommendations for structures, key relationships, setup and growth strategies; and 
insight into the critical value of fundraising knowledge and investment to the 
organisation.  Particular insights were the value of a culture of philanthropy, the vital 
role of the CEO in fundraising and the acknowledgment that there is a strong 
relationship between the organisation structure and successful fundraising. There was 
also the realisation that fundraising played an important role in assisting the 
organisation to deliver its mission and engage its constituency in doing so.  
Interestingly, detailed descriptions of dysfunctional organisations in relation to 
fundraising were identified, contrasting with the recommendations as to how 
organisations could be more successful at fundraising. 
Limited studies currently guide fundraising effectiveness and the literature 
reviewed confirmed the major gap in terms of holistic models that could inform 
Fundraising Effectiveness Theory.  The literature on fundraising covers scattered 
studies and in-depth work on individual giving but little on organisational perspective.   
Theoretically, the study contributes towards a Fundraising Effectiveness Theory 
and provides a framework that recognises the key intraorganisational factors that 
organisations develop to be effective at fundraising within the context of 
extraorganisational factors that can affect fundraising effectiveness.  A number of 
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models were developed providing useful tools for practice underpinned by empirical 
evidence. 
The findings from this study afford leaders of nonprofits an opportunity to reflect 
on their reasons for pursuing fundraising as an income stream, their level of 
understanding of fundraising, the degree of investment they are willing to make and 
the critical leadership required by the CEO. 
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Chapter 1: Introduction 
“Everyone in the organisation is a Fundraiser and I’m the chief Fundraiser.” (CEO) 
 
In society today there is often little or patchy understanding of the nonprofit 
sector but great appreciation of the impact it makes. Fundraising plays a significant 
role in the impact of many charitable organisations and is integral to their development, 
survival and success. Increased practical and theoretical knowledge of fundraising can 
deepen its impact. Yet many questions remain about how fundraising can best operate. 
There are a number of extraorganisational factors that can affect fundraising 
effectiveness or successful fundraising. Exploring these can assist in understanding the 
external pulls and influences on decision-making that occur in the setup and 
development of fundraising organisations. There are also many intraorganisational 
factors that organisations develop to be effective at fundraising that leaders may 
struggle with on a day-to-day basis. For instance, how important is the structure of an 
organisation in supporting fundraising and who are the key players in achieving 
successful, sustained fundraising outcomes? Is the situation as the participant quote 
above suggests? What type of leadership is required and is it different to leadership of 
other organisations? This study explores factors critical to successful and effective 
fundraising from an internal and external organisational perspective and provides 
empirical evidence that may guide the sector on these structural and leadership issues. 
Building the body of knowledge in the nonprofit sector has become an increasing 
priority, and a widening base of literature about fundraising has developed particularly 
during the past 20 years. In the 1980s celebrated United States (US) fundraising leader 
Henry A. Rosso wrote, “... the practice of fund raising continues to remain a mystery 
to a broad spectrum of our society despite the discourses and the expanding availability 
of academic courses and literature on the subject” (Rosso & Associates, 1991, p. 1).  
Even today organisations grapple with understanding fundraising: the keys to 
successful fundraising, the principles underpinning success and the resources required 
to achieve significant results that enable them to realise effective fundraising and thus 
fulfil their goals and missions. Leading fundraising researchers Sargeant and Shang 
and Associates (2010, p. xxiii) assert that the body of knowledge for fundraising 
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professionals is only just beginning to build. The imperative for a more robust base to 
the discipline is strong.  
Competition is another factor to consider. The increase in charitable 
organisations entering the sector results in intense competition of the philanthropic 
dollar (Mallabone & Balmer, 2010). As authors such as Ranganathan and Henley 
(2008, p. 1) point out, “currently charities have to depend more on individual donors 
and less on the government for funding”. Increasing numbers of organisations are 
participating in fundraising and earned income, particularly in traditionally 
government-funded areas such as the arts and education (see for example Betzler & 
Gmür, 2012; Colborne, 2010; Smith, 2008).  
Thus, pressures on government funding for many cause areas along with 
increasing numbers of organisations entering the marketplace are prompting many 
entities to identify the need for fundraising and review operations and resources. Yet 
little empirical evidence exists to guide them in this funding transition. However, one 
clear piece of evidence has emerged from recent Australian fundraising research that 
delved into the role of leadership in nonprofits and its effect on fundraising. In 
particular this study found that Chief Executive Officers (CEOs) “were 
overwhelmingly seen as their organisation’s fundraising champions” (Scaife, 
Williamson & McDonald, 2013, p. iii). This vital facet is examined in this study and 
has guided the choice of CEOs as a primary data source.  
Overall, more research is needed to explore fundraising phenomena that can 
develop theory and inform practice. This need for further exploration is where this 
study originated. Many people and organisations claim to have the answers in a 
fundraising practice sense. In order to go beyond the anecdotal and to build an evidence 
base about organisational factors that drive fundraising effectiveness the present 
research investigated the charitable marketplace, noted the organisations that were 
most successful at fundraising and sought to uncover the reasons for their success. In 
particular, this study set out to probe the phenomenon of successful or effective 
fundraising, narrowing the field of study to the health sector where there are plentiful 
examples of success that can be empirically analysed to distil core factors. The views 
of organisation leaders, CEOs and Fundraisers are probed to uncover the criteria for 
success, particularly exploring whether the structural platforms on which fundraising 
sits are key influences or if there are other factors. The study is enriched by the wide 
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experiences of some participating CEOs and Fundraisers, who in their careers have 
transversed organisations in serial fashion developing successful fundraising at each 
one. 
This chapter outlines the background of the research and establishes the rationale 
for studying charitable organisations, their need for fundraising and the basis of the 
fundraising success of some organisations. The research problem is identified and 
justification for the study is provided. An overview of the study’s research design is 
outlined, connecting the gap in the literature to the contribution of knowledge in the 
context of theory and practice. Finally, the flow of the following chapters is sketched. 
1.1 BACKGROUND 
Fundraising in Australia is an emerging profession (Breeze & Scaife, 
forthcoming 2014) and leaders of charitable organisations are searching for knowledge 
to guide them and for a theory base for better practice. Professional fundraising has 
been developing locally since the 1970s and some limited research has been conducted 
in Australia, mostly in the past decade. Practitioner presentations and reports posit 
thoughts about successful fundraising but as yet only a slim evidence base supports 
their claims. The professional body for Fundraisers and fundraising organisations, 
Fundraising Institute Australia (FIA), provides some useful local training and practice 
standards. FIA, in its 2012 Annual Report, states that “members champion and 
promote fundraising as a profession” (p. 3). In addition, this report relates that it 
“advances philanthropy through encouraging and supporting people and organisations 
to ethically practise excellence in fundraising” (FIA, 2012, p. 3). While people and 
organisations can benefit from the professional development, mentoring, 
credentialing, research and advocacy provided by FIA empirical evidence for 
fundraising practice is missing from this mix and that is where this study responds. 
This focus on fundraising as a profession in search of a greater theoretical base 
is evident in other Australian studies. The Australian Council of Social Service 
(ACOSS) (2005) refers to fundraising as being a ‘profession’, however one that “was 
not attractive to many of the best and brightest” (p. 47). The report also states that 
Fundraisers had an “image problem and the term ‘professional fundraiser’ itself was 
perceived negatively” (p. 47) by some donors and community members. Scaife et al. 
(2013) report there is still no consensus in the nonprofit sector about fundraising being 
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a profession, finding that even though Fundraisers felt very strongly about their 
professionalism, organisational leaders did not necessarily agree that fundraising was 
a profession. Fundraising has been offered as a tertiary-level subject since 1990 in 
Australia (Scaife et al., 2013), and FIA has now developed a Code of Ethics and 
Standards of Practice (FIA, 2014). Certified Fund Raising Executive accreditation has 
been developed as an international attainment, and there is a growing peer-reviewed 
body of knowledge about fundraising internationally as the literature in this thesis 
outlines. However, despite these developments fundraising as a profession still has a 
long path to public and wider sector acceptance. A body of knowledge supported by 
empirically-based evidence could assist this development. 
What does this mean for organisations striving to achieve good fundraising 
outcomes in their organisation? The researcher has experienced and led fundraising 
activities in a number of charitable organisations and observed the structural placement 
of fundraising in many others across decades in the profession. Anecdotally the 
positioning and status of fundraising in organisational structures seems to indicate the 
importance and value of the activity to the organisation. Entities that are more 
successful with fundraising appear to have representation on the organisation’s 
leadership team, enjoy the CEO’s involvement in fundraising and are well resourced 
according to the means of the organisation. This research piece grew out of a curiosity 
to examine whether such structure and positioning indeed drives successful 
fundraising, coupled with the lack of literature and theory outlined earlier. As Scaife 
et al. (2013) state, “Academic research specific to an Australian context in fundraising 
leadership is lacking” (p. 5) and as Lindahl and Conley (2002) argue, “there is a need 
for an ongoing and objective research base for philanthropic fundraising rather than a 
casual acceptance of anecdotal evidence” (p. 91).  
Finally, in the absence of fundraising-related theory the researcher conjectured 
that ‘borrowing’ Strategic Management Theory and Perspectives may underpin or help 
to explain the phenomenon of successful fundraising in charitable organisations. In 
order to provide a context that organisations can work within to develop their 
structures and strategies, thinking from other disciplines can be drawn on to inform 
fundraising effectiveness. The practice of strategic management is strongly theory-
based, encompassing a number of models and theories, and has application to the well-
informed management and planning of charitable organisations. In strategic planning 
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the external and internal factors as mentioned above are typically examined using a 
model within the strategic management framework, as part of a strategic planning 
process when a situation analysis is conducted. An exploration of these external and 
internal factors could reveal a theoretical framework or theory that could underpin 
fundraising effectiveness. 
1.1.1 Defining ‘fundraising’ and ‘successful fundraising’ 
 
Philanthropy and fundraising 
While philanthropy is mentioned in this study the main investigation is into 
‘fundraising’, sometimes referred to as ‘organised philanthropy’. It is important to 
distinguish between the two. Philanthropy Australia, the national peak body for 
philanthropy, refers to philanthropy as “The planned and structured giving of time, 
information, goods and services, voice and influence, as well as money, to improve 
the wellbeing of humanity and the community” (Philanthropy Australia, 2013). Hence, 
philanthropy is imbued with concepts such as compassion, generosity, goodwill and 
altruism. Fundraising is a related concept but is a more proactive view of achieving 
altruism, centred around the solicitation or mobilisation of philanthropic gifts to 
support causes. Those who ask others for donations are ‘Fundraisers’. Donations from 
fundraising activities in this context are philanthropic gifts of money, given freely and 
expecting no consideration in return. 
There are a range of definitions from government, practitioner and academic 
sources. One government regulator proclaims a legalistic and procedural definition:  
The soliciting or receiving of any money, property or other benefit from the 
public constitutes a fundraising appeal if a representation is made (this may 
be implied) that the appeal is for a charitable purpose or for the support of an 
organisation having a charitable object” (NSW Government, Office of Liquor, 
Gaming and Racing, 2013).  
Rosso and Associates (1991), however, argue the concept is substantially more.  
Fund raising is ‘the servant of philanthropy’ and that the two work together. 
Fund raising is never an end in itself; it is purposive. It draws both its meaning 
and essence from the ends that are served: caring, helping, healing, nurturing, 
guiding, uplifting, teaching, creating, preventing, advancing a cause, 
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preserving values, and so forth. Fund raising should never be undertaken 
simply to raise funds; it must serve the larger cause (p. 3). 
Sprinkel Grace (2005, p. 13) discusses fundraising in the context of shared 
values between the organisation and the donor, asserting that fundraising provides an 
opportunity for people to act on their values. Continuing on the theme of values, a 
participant in one recent study (Scaife et al., 2013) defined fundraising as:  
The art of developing relationships and engaging people with the needs of our 
communities and providing them with an opportunity to act on their values to 
invest in ideas that will make a difference and leave a lasting legacy (p. 18). 
The same study reported three main outlooks on the topic: those that defined 
fundraising as a system or process; those that defined it without including money or 
finance in their definition; and those that defined fundraising by exclusion – that is, by 
what it was not (Scaife et al., 2013, p. 18). 
 
Successful fundraising and effective fundraising 
There are few formal definitions of successful fundraising. This study aims in 
part to establish an empirically-based definition of successful fundraising. In this way 
it builds on practitioner efforts to delineate the concept of what distinguishes and 
drives successful fundraising, such as those by Rosso and Tempel (2003) who suggest 
that successful fundraising is more than collecting money. Rather it builds institutional 
strength and spirit and is able to ensure that an organisation is able to improve its 
capacity to deliver on its mission and objectives (Rosso & Tempel, 2003, p. 336).  
Considering the views of Philanthropy Australia (2013), Rosso and Tempel 
(2003) and Sprinkel Grace (2005) the conclusion is that fundraising, when successful, 
becomes effective for the organisation, therefore the terms ‘successful’ and ‘effective’ 
become interchangeable in this study. 
1.1.2 Factors impacting fundraising 
A macro analysis provides a view of extraorganisational factors impacting an 
organisation and consequently its fundraising. Academic literature (discussed in 
Chapter 2) about these external factors pertains to: the nonprofit sector context; global 
mega trends; nonprofit funding model options; competition in the marketplace; 
strategic partnerships, mergers and collaborations; the drivers of giving and giving 
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behaviour; and legislation and regulatory compliance. A micro analysis of 
intraorganisational factors impacting organisations and consequently their fundraising 
sees the literature bring in concepts such as: strategy, structure, governance, 
fundraising leadership, organisational culture, culture and philanthropy, infrastructure, 
resourcing fundraising and fundraising cost ratio.  
1.2 RESEARCH PROBLEM 
Several gaps are notable when examining the current status of knowledge with 
respect to fundraising and the intraorganisational factors that facilitate its success. 
First, inspection of the academic literature reveals the need for more evidenced-based 
theory to define successful or effective fundraising. Second, from a practice 
perspective, leaders of organisations are calling for more knowledge so that they can 
be successful in delivering their mission, thus becoming more effective.  
Responding to these deficits in the literature and practice the research problem 
in this study asks: 
What are the organisational factors that drive fundraising effectiveness? 
Sub-questions: 
1a  What structures are used to support successful fundraising? 
1b  What are the barriers that hinder fundraising effectiveness? 
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The following research questions were developed to explore the criteria for 
successful fundraising in organisations, particularly whether the structural platforms 
on which fundraising sits are key influences: 
1. How does fundraising assist charitable organisations? 
1a. What is the importance of fundraising to the organisation? 
2. How are the organisation structures described? 
2a. What are the key relationships? 
3. What strategies are used to drive successful fundraising? 
3a. What resources are required to support these strategies and raise 
funds? 
4. What are the intraorganisational factors that drive successful and effective 
fundraising? 
4a Are there underpinning principles applied and what are they? 
5. How does the culture of an organisation relate to fundraising? 
6. What are the intraorganisational and extraorganisational barriers to 
successful fundraising? 
6a. What changes are required to increase results? 
The Productivity Commission report (2010) highlighted the variety and scope of 
the nonprofit sector, with many organisations fundraising at various stages and many 
that do not fundraise at all. To explore the organisational factors that drive fundraising 
effectiveness the research was conducted in an area where private fundraising is known 
to be well developed and active: the health sector. ACOSS (2005) reported that giving 
to the health sector was significant; in fact it was the second highest recipient of giving, 
receiving 14.2% of the $5.7 billion donations across the country at the time of this 
comprehensive study in 2004.  
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1.3 SIGNIFICANCE OF THE STUDY 
As outlined earlier, the pressure for nonprofit organisations to raise more funds 
and better fulfil their mission and organisational goals is widespread. In an 
environment that must do lots with little, guidance is sought by organisations planning 
their structures to support fundraising so they can make the best use of scarce 
resources. Practitioner and academic literature contributes little in this structural area. 
Evidence is useful also for start-up organisations or those moving from government 
funding to raising additional resources through community and/or corporate 
fundraising programs. Anecdotally organisations attempt to facilitate fundraising from 
a variety of organisational structures with varying success. Many organisations have 
successfully fundraised from their inception while others endure ongoing struggles to 
acquire resources. There may be a connection with these challenges and the chosen 
organisation structure. This research seeks to help all charities to consider how they 
can achieve fundraising outcomes using a theoretical lens, evidence-based 
recommendations and checklists for better fundraising. In this way, this research 
contributes to the literature and in turn to the sector both in Australia and 
internationally. Its practical outcomes for the sector span theory, policy, practice and 
effectiveness. These outcomes can assist leaders of organisations with decision-
making, auditing, planning and strategy, setting a good basis for their organisations’ 
sustainability and future development. 
1.4 CONTRIBUTION TO KNOWLEDGE 
Traditionally the existing body of knowledge has largely been contained in the 
minds of long-term Fundraisers and in limited numbers of publications – none of 
which have really addressed the issues of structure and other organisational factors. 
This dearth of literature is discussed within the literature review in Chapter Two, where 
a clear gap is identified which this study attempts to fill. Some landmark publications 
are drawn upon: The Productivity Commission report (2010), which established the 
nonprofit landscape; the Giving Australia study (ACOSS, 2005), which added a state-
by-state and national picture and also a greater understanding of fundraising 
techniques and attitudes in Australia; and the classic meta-analysis Generosity and 
Philanthropy: A Literature Review (Bekkers & Wiepking, 2007) which distilled 
drivers of giving. Scaife et al. (2013) provided significant insight into the leadership 
of nonprofits in relation to fundraising and has been instrumental in the direction taken 
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in this study. Amongst the standout findings of that research is the notion that CEOs 
are overwhelmingly seen as their organisation’s fundraising champions (Scaife et al, 
2013, p. iii) and this aspect of fundraising leadership is reflected in this study and its 
research design. 
While this literature was useful for consideration no evidence was uncovered to 
address structural, resourcing and internal relationships that impact successful 
fundraising. Accordingly, from the research findings in this study, evidence will be 
added to develop a Fundraising Effectiveness Theory that links various existing lines 
of research, such as Sargeant and Woodliffe’s work in giving motivations (2007), and 
draws on Strategic Management Theory and Perspectives for a fuller picture of 
fundraising effectiveness.  
It will add to the understanding of the Australian charitable sector and the 
challenges that are experienced, as well as adding to the body of knowledge on the 
interrelation of nonprofit structures and fundraising. Fundraising and charitable 
organisations are under-researched areas and this research will indicate where further 
research will add additional value to the sector. 
Linking theory and practice in professional fundraising is an important issue. As 
Milofsky (2006) states, scholars serve as catalysts that make community projects 
possible and scholars provide a gateway to a rich resource environment. Bielefeld 
(2006) contends that the nonprofit sector needs to develop its own research agenda and 
distribute usable findings to nonprofit managers. It is vitally important that 
management practices in the nonprofit sector be based on sound, useful research. In 
this exploratory study qualitative research was of great value, as participants were 
enabled to explain their views, recommendations and reasons for success in more 
detail.  
1.5 OVERVIEW OF RESEARCH DESIGN 
This study employed a qualitative methodology using purposeful sampling with 
semi-structured, in-depth, convergent interviews. Hesse-Biber and Leavy (2006) 
appropriately referred to qualitative research as an intellectual, creative and rigorous 
craft that the practitioner not only learns but also develops. Qualitative research was 
an appropriate method of research for this study as it allowed more in-depth 
information to be obtained. By adding the flexible interview technique of convergent 
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interviewing (CI), where interviewees were asked for their agreement or disagreement 
to various issues, greater interplay between the views of the interviewees could be 
achieved. While in-depth interviewing obtains rich and detailed information, CI 
narrows down the research focus (Dick, 1990). A purposeful or judgement sample was 
used allowing for focus on the health sector as a suitable site to examine the range of 
successful structures and approaches to fundraising. It was chosen because of its 
significance as a fundraising zone and because there were a large number of 
organisations of varying sizes and structures to choose from and many providing 
services in regional areas, not just in highly populated metropolitan areas, so that the 
research might have a broader application.  
Overall, 30 semi-structured, in-depth interviews lasting approximately 45–60 
minutes each were conducted with elites (e.g., CEOs or senior Fundraisers) from the 
sector. Elites are described by Marshall and Rossman (2006) as influential, well-
informed and selected for their expertise. Alam (2005) presents a systematic process 
of fieldwork and data collection through in-depth interviews (p. 101) and highlights 
the value of follow-up interviews. Participants included 20 CEOs and 10 senior 
Fundraisers in well-known and lesser-known charities with established fundraising 
practices.  
1.6 THESIS STRUCTURE 
The thesis is divided into five chapters: Introduction, Literature Review, 
Research Design, Findings and Discussion, and Conclusions and Implications. 
Chapter Two – Literature Review, introduces literature from four points of view. The 
first section takes a theoretical focus and reviews Strategic Management Theory and 
Perspectives. The next two sections scan literature from an extraorganisational and 
intraorganisational view, reviewing the latest applicable research. The final section 
draws together thoughts around fundraising effectiveness, based on the Giving 
Behaviour Model (Sargeant & Woodliffe, 2007, p. 276) and the need for another 
theoretical framework, developing the concept of a Fundraising Effectiveness Theory 
and Framework. 
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Chapter Three – Research Design, considers the thinking behind the use of a 
qualitative paradigm to explore the six research questions and the use of CI. The 
research design is discussed in detail including the reasons for the sample organisations 
and participants, the pilot interviews, data collection and analysis. Finally ethical 
aspects and protocols are discussed in relation to the participants, the research setting 
and limitations. 
The findings from the study are presented in Chapter Four – Findings and 
Discussion, where findings from each of the six research questions are reported in 
detail. This chapter identifies the relevant themes as they emerged from the analysis. 
As CI was used in the interviewing process an additional section is reported in relation 
to the themes identified through the convergence of issues.  
Finally Chapter Five – Conclusions and Implications outlines various models 
emerging from participant comments and highlights the contributions of the study to 
theory and practice. The research limitations are indicated as well as recommendations 
for future research. 
1.7 CHAPTER SUMMARY 
This chapter of the thesis has provided a broad overview of the intention of the 
study, the need for empirical research, the methodology employed and the purpose of 
each of the chapters that culminate in significant findings and important implications 
for theory and practice. The next chapter discusses in depth the available literature, the 
connection to the research problem and the consequent gap this study seeks to fill.  
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Chapter 2: Literature Review 
2.1 INTRODUCTION 
What do we know about fundraising effectiveness and success? An increasing 
amount is being written about fundraising from a variety of sources, primarily from 
marketing, psychology and economics angles, but arguably no one existing model 
captures the synergy of influences that forge an effective fundraising entity or 
program. Accordingly, this literature review synthesises research and thinking from a 
number of sources and perspectives to chart what is known and what is yet to be 
explored on this topic. Government-initiated studies into the nonprofit sector, for 
example the Productivity Commission: Contribution of the Not-for-Profit Sector 
(2010) and Giving Australia: Research on Philanthropy in Australia (ACOSS, 2005), 
have provided both qualitative and quantitative insights. Importantly, in this area that 
is still academically embryonic, fundraising practice texts penned by reflective 
practitioners have offered particular ideas on philosophies and behaviours that 
generate fundraising success.  
Peer-reviewed publications have tended to investigate specific drivers of 
fundraising success, with the exception of a few meta-analyses (e.g. Bekkers & 
Wiepking, 2007) and even these focus more on giving rather than fundraising per se. 
Another area of deficit in academic fundraising generally is that of theoretical 
underpinning. In considering what might help an understanding of fundraising 
effectiveness, Strategic Management Theory emerges as a likely illuminator to some 
extent. Because of the relatively thin spread of empirical fundraising work there is a 
need to extend classic, multi-disciplinary theory, such as Strategic Management 
Theory, to add to the understanding and practice of fundraising. This approach coupled 
with some substantive work by leading fundraising researchers, such as Professor 
Adrian Sargeant and others whose work has offered single strands of theory, can be 
drawn together as components of a proposed Fundraising Effectiveness Theory and 
discipline that provides fresh insights for theory and practice. This review sets out to 
bring together such a body of knowledge. 
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This chapter therefore opens with a review of literature relating to fundraising 
effectiveness and theories. The chapter continues with a theoretical underpinning that 
has long informed organisational effectiveness in many sectors and may also provide 
overarching insights to fundraising effectiveness: Strategic Management Theory. The 
analysis then uses the core internal/external basis provided by the Strategic 
Management school of thought and considers the extraorganisational factors that can 
affect fundraising effectiveness and the business approaches of charitable 
organisations that frame their fundraising activities. The chapter moves on to consider 
the context that nonprofits operate within as well as the challenges that such a context 
presents for fundraising. The fourth section in contrast examines intraorganisational 
factors that organisations are affected by or develop to be effective at fundraising. 
More research weight can be seen at this internal organisational level. The final section 
discusses theoretical underpinnings from fundraising that could relate to fundraising 
effectiveness and draws together these disparate strands to weave them into a proposed 
Fundraising effectiveness model. After a thorough examination of the literature the 
review concludes that there is a gap in the literature pertaining to fundraising 
effectiveness factors and theory. Based on these conclusions six research questions are 
developed to help fill this literature gap. 
2.2 THEORIES OF FUNDRAISING EFFECTIVENESS 
Fundamentally there is no well-researched model of fundraising effectiveness; 
however, literature provides insight into three aspects of fundraising effectiveness: 
successful fundraising; organisational effectiveness and fundraising development. 
Despite these studies and articles, to date there has been very little research developing 
an actual theory. 
2.2.1 Successful fundraising 
There are many conflicting views of what successful fundraising is. Many think 
of it in terms of raising large amounts of money. Authors refer to successful 
fundraising in terms of donor interaction with the aim of building long-term 
relationships that will bring long-term financial investment in the organisation (Kay-
Williams, 2000; Burk, 2003; Sargeant, 2009; Ahern & Joyaux, 2008; Burnett, 2002). 
Many studies and articles relate to fundraising success or fundraising effectiveness; 
however, they are primarily-based, for example they are: library focused; examine 
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messaging and communication around fundraising; compare fundraising to public 
relations or marketing; or focus on fundraising costs, ratios and efficiency.  
However, one early study (Duronio & Loessin, 1990) conducted in the higher 
education sector used a qualitative methodology to identify institutional characteristics 
of successful fundraising (see Table 2.1) and fundraising program characteristics of 
successful fundraising (see Table 2.2) as fundraising outcomes in ten types of higher 
education institutions. Even though the context for the study was another sector and 
setting the findings reflect some of the aspects of the ACOSS study (2005) in regard 
to leadership and institutional readiness. 
Table 2.1: Institutional characteristics of successful fundraising in higher education institutions 
(Duronio & Loessin, 1990) 
Institutional characteristics  
Presidential leadership 
Trustees’ participation 
 
Institution’s commitment to fundraising Resource allocation 
Acceptance of need for fundraising 
Institutional niche and image defined and 
communicated 
Institutional fundraising priorities and policies 
 
Table 2.2: Fundraising program characteristics of successful fundraising in higher education 
institutions (Duronio & Loessin, 1990) 
Fundraising program characteristics  
Chief development officer’s leadership 
Organisation of fundraising function 
Fundraising history 
Entrepreneurial fundraising 
Staff commitment to institution 
Emphasis on institution relations 
 
Emphasis on management of fundraising 
function 
Information and communication systems 
Planning, goal-setting, and evaluation 
Staff development, training, and evaluation 
 
 
The ACOSS study (2005) accessed fundraising practitioners and leaders in the 
sector who identified that strong organisational support and commitment of resources 
are necessary for fundraising to be conducted and be successful (p. 45). This process 
is reliant on good organisational planning that begins with an assessment of 
marketplace needs, continues with an evaluation of internal resources required to meet 
those needs, and then develops strategies to fill the gap between urgent and needed 
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programs to generate the required resources. This is the requirement for organisations 
to be effective and invite donor-investors to become long-term supporters (ACOSS, 
2005, p. 45). 
Varying views have arisen in the literature as to what successful fundraising 
really means, how it is achieved and what things prevent its success. It is clear that 
successful fundraising involves the mission, the organisational leaders and is not only 
about making large amounts of money or just having passion for the cause. Successful 
fundraising requires strong organisational support and a commitment of resources, 
primarily being focused on donor interests rather than the needs of the organisation.  
As such this study sought the views of participants as to their recommendations 
for successful fundraising and the principles that underpin effective fundraising. The 
next section considers organisational effectiveness as another aspect of fundraising 
effectiveness. 
2.2.2 Organisational effectiveness   
There is little literature providing guidance as to how nonprofit organisations can 
be effective as such. Effectiveness is generally the degree to which something is 
successful in producing a desired result; that is, success. When something is deemed 
effective it means it has an intended or expected outcome. If fundraising is successful 
does it help organisations become effective? Common thought would suggest that 
successful fundraising helps an organisation become effective if the funds raised are 
used wisely, according to the organisation mission and to the desires of the donors that 
contributed those funds. According to the Strategic Management Perspective, an 
effective organisation is one that considers all functions and aspects of the organisation 
and this includes fundraising. So, effectively, if an organisation abides strictly by 
strategic management principles and includes fundraising in its process it could be 
assumed that the desired outcome through strategic planning is an effective 
organisation. 
Renz and Herman (2008) analysed nine theses to respond to this dilemma. They 
stated that every organisation should discover and continually seek to improve its 
practices, consistent with its values, mission and stakeholders’ expectations. In terms 
of successful fundraising, discussed in the previous section, this would involve donors. 
Renz and Herman continued, stating that these practices should align well with each 
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other within the organisational context in order to enhance effectiveness (p. 411). This 
can occur using strategic management principles and the ongoing process of strategic 
planning. The element of continual improvement could also be thought of as being 
consistent with the aim of achieving successful and effective fundraising. 
Diagnosing organisational effectiveness consequently brings challenges but can 
help to standardise the measures. Kramer (2008) developed a diagnostic survey to help 
nonprofit leaders assess their organisations across five key elements that are 
characteristic of high-performing for-profit entities. The tool was used with 35 
nonprofits, measuring the elements of leadership, decision-making and structure, 
people, work processes and systems, and culture (Kramer, 2008, p. 3). The study found 
that all five elements must be strong to create a highly effective organisation (Kramer, 
2008, p. 2). 
In summary, effective organisations should have good practices and processes 
in place that are well aligned. The organisation should strive for continual 
improvement, use strategic management processes and principles – including 
fundraising in the strategic planning process, not forgetting an effective Board to 
provide appropriate governance and leadership. 
The final aspect of fundraising effectiveness is fundraising development 
intentionally following successful fundraising and organisational effectiveness. 
Fundraising development is integral in many nonprofits and merits discussion 
singularly. 
2.2.3 Fundraising development 
Fundraising and development are often interchangeable terms, fundraising 
meaning the organised enabling of philanthropy and development meaning the 
organised growing of a business. In this case the two terms together mean growing 
fundraising. Kay-Williams (2000) outlined the five stages of fundraising in a 
framework for the development of fundraising. The study involved qualitative research 
of 30 charities of all sizes in terms of voluntary income, and observed the development 
of fundraising in these charities. Kay-Williams stated that it became clear that there 
was a framework for fundraising and the principle characteristics of the framework 
were based on the need for voluntary income and the influence of staff or volunteers 
in the fundraising process (p. 220). Kay-Williams reported that fundraising 
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development went through a series of stages illustrated in a charity life cycle (p. 224), 
the early stages in the development of a new charity (p. 225) and the five stages of the 
development of fundraising within charities (p. 228). The author described these five 
stages as: 
1. The passionate appeal. 
2. We need more money. 
3. We need some help. 
4. Leave it to us. 
5. Let’s all work together on this (p. 234).  
The final phase refers to building long-term relationships, planning for the 
future, one-to-one nurturing of key supporters, and treating donors and 
beneficiaries/users as partners and individuals (Kay-Williams, 2000, p. 234).  
Lindahl and Conley (2002) referred to the works of Kay-Williams (2000) and 
summed up the role of management practitioners in terms of accountability: as 
accountable for both an effective administrative operation and a well-trained 
fundraising corps that uses effective development and solicitation methods (Lindahl & 
Conley, p. 99). Lindahl and Conley (2002) also referred to a study by Duronio and 
Loessin (1991) in higher education where they provided prominent success factors 
across colleges and universities, including: 
 strong entrepreneurial leadership from the president and chief development 
officer 
 institutional commitment to fundraising 
 a fundamental understanding of the unique strengths and weaknesses of 
their institutions by participants in the fundraising program.  
Finally, the literature returns to the concept of donor-centred thinking. The study 
conducted by Scaife, Williamson, McDonald and Smyllie (2012) referred not to 
structures and people roles as being important but rather to a change in concept and 
ethos and becoming donor-centred – or as referred to in the study ‘donor-centric 
thinking’ – stating, “When so many organisations are fixated only on dollar returns, 
which is understandable, this study refers back to the aspect of it is about the donor 
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not the dollars” (p. viii). We have an appropriate last word from Rosso (1991) in terms 
of ‘the donor’ as he summed up effective development of fundraising, echoing the 
discussion on successful fundraising earlier. Rosso stated that effective fundraising 
required:  
1. “sensitivity to the donor’s interests and needs, 
2. awareness of the environment in which the donor is functioning, and  
3. appreciation for the role that organizational values and mission play relative 
to the donor’s values and needs” (p. 281).  
The literature encompasses many themes in relation to fundraising development. 
There are various life cycle stages in fundraising and development and being aware of 
these stages is helpful. A key factor in fundraising development is the person leading 
that development and that they are accountable not just for administration processes 
but for equipping an influential workforce in the fundraising process. Leaders should 
have strong entrepreneurial leadership skills and have an understanding of the unique 
strengths and weakness of the organisation. This thesis explores many of these issues 
in relation to fundraising development and the supports to successful fundraising in 
the health sector. 
Literature relating to successful fundraising, organisational effectiveness and 
fundraising development all have elements that could be formed to develop a theory 
but to date this has not been done. A review of two models that provide additional 
thought in relation to theory follow. 
2.2.4 Towards a Fundraising Effectiveness Theory 
In an effort to identify a theory of fundraising effectiveness two models stand 
out as thought contenders, providing input from different perspectives, and are 
discussed separately.  
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Giving Behaviour Model 
The Giving Behaviour Model (Sargeant & Woodliffe, 2007), Figure 2.1, depicts 
concepts and influences around individual giving and a potential pathway to a theory 
of fundraising effectiveness could be guided by this model. The task is to investigate 
what lies behind the source in Figure 2.1. Investigating organisational factors could 
provide useful evidence for this. 
 
Figure 2.1: Giving Behaviour Model (Sargeant & Woodliffe, 2007, p. 276) 
 
Sargeant (2009) is prominent in fundraising effectiveness studies and has looked 
at the effectiveness of marketing, branding, donor loyalty and donor retention. A 
quantitative methodology is mainly used in these studies, applicable because of the 
numbers involved in donation and donor reporting. The Giving Behaviour Model 
offered by Sargeant and Woodliffe (2007) offers a starting point for developing a 
Fundraising effectiveness model or theory. This model is again discussed later in this 
chapter in relation to the drivers of giving and giving behaviour as an 
extraorganisational factor. 
Individuals’ motives for giving are outlined in the above model and align with 
those reported by Bekkers and Wiepking (2007 p. 20) and ACOSS (2005, p. 30) as 
discussed later in this chapter. The model indicates that there are a number of sources 
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from where donors receive information and are asked or inspired to donate, namely 
branding, reputation, awareness, media, modes of asking, seed money and refunds. 
These factors are important but others that build on this platform lay behind the scenes 
that link the individual to an organisation. Many organisations are proactive and put 
these things in place to engage donors; others are floundering not knowing where to 
invest for the best return. From this study additional elements could be added. 
The second model offers thought from a strategic management perspective and 
was developed within the education sector. 
Conceptual Model of Successful Fundraising  
The Conceptual Model of Successful Fundraising (Cohu, 2012), Figure 2.2, 
depicts a set of strategic management themes leading to fundraising success. The study 
attempted to develop a theory or framework relating to fundraising success and was 
conducted by Cohu (2012) within higher education in the US. It delved into the 
specific strategies and leadership behaviours used by individual leaders at successful 
institutions in higher education. The study found that a unique set of strategic 
management themes led to fundraising success (Cohu, 2012, p. iv).  
 
Figure 2.2: Conceptual Model of Successful Fundraising at sample Christian colleges and universities 
(Cohu, 2012, p. 286) 
The model begins by identifying the general context strengths of the sample 
group and the specific tensions that they have developed, otherwise known as threats. 
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A pathway is then drawn to identify the strategic inputs through an external and 
internal analysis, focused on differentiations, segmentations and strategies. Combining 
these inputs with strategic analysis, identifying various leadership traits, the model 
blends successful mission fulfilment and brand image, concluding with fundraising 
success and effectiveness, drawing on the initial strengths and defending against 
tension threats. The study was conducted in a different cause area with a marketing 
and brand perspective. Importance has been placed on strategy, examining external 
and internal factors. Aside from Cohu (2012), no other academic literature relating to 
the specific development of a model of fundraising effectiveness has been developed. 
Clearly this model draws on some elements of the strategic management perspective.  
2.2.5 Conclusion 
This section has reviewed what could be called elements of Fundraising 
Effectiveness Theory. The aspects of successful fundraising, organisational 
effectiveness and fundraising development all provide indicators of success, but not 
theory. 
Theoretical underpinnings for fundraising have not yet been developed and 
studies often borrow theories from other disciplines (e.g. marketing). The Strategic 
Management Theory and Perspective is discussed next as a possible theoretical 
underpinning in the quest to develop a more ‘fundraising-focused’ theoretical stance. 
Strategic management principles are applied in many nonprofit organisations and these 
perspectives provide a basis for organisational development but there is no specific 
fundraising theory or framework currently included. Fundraising practitioners have 
written texts on fundraising effectiveness but these could be considered as toolkits on 
how to set up and progress fundraising practice in organisations rather than developing 
academic theory to underpin fundraising practice. A theory of fundraising 
effectiveness based on empirical evidence needs to be developed. Looking back on the 
little that has happened in this space, highlighting external and internal issues is useful 
but no study has been conducted using these factors in a holistic way to develop a 
Fundraising Effectiveness Theory. One means of developing this theory is the 
Strategic Management Perspective that calls on the internal and external factors to 
analyse the situation.  
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2.3 STRATEGIC MANAGEMENT THEORY AND PERSPECTIVES 
2.3.1 Strategic Management Theory and process 
While theories relating to fundraising are still developing, representing a large 
gap in the present literature, thinking from other disciplines can be drawn on to inform 
fundraising effectiveness and provide a context that organisations can work within to 
develop their structures and strategies. The practice of strategic management is 
strongly theory-based, encompassing a number of models and theoretical paradigms. 
Examples of some strategic management theories and perspectives are provided in 
Table 2.3. Each emphasises a particular aspect of the multifaceted strategic 
management perspective.  
Table 2.3: Examples of strategic management theories and perspectives 
Theory or perspective 
 
Simple definition Applicable study or 
article  
Management by 
objectives 
Improves organisational performance by defining agreed 
objectives. 
Odiorne, 1965 
Entrepreneurship theory Encompasses innovation, resources and new, creative 
production. 
Sandberg, 1992 
Total quality 
management 
A management system where all staff are committed to 
maintaining high standards of work in every aspect of 
company operations. 
Porter and Parker, 1993 
Organisation theory A study of organisational designs, structures, external 
environmental relationships and behaviour of managers 
within organisations, suggesting ways an organisation 
can cope with rapid change. 
Price and Akhlaghi, 
1999 
Contingency theory There is no one right solution for any problem. A 
problem is contingent on addressing internal and external 
factors. 
Donaldson, 2001 
Game theory  Takes into account not only benefits less costs, but also 
the interaction between participants. 
Shubik, 2006 
Resource-based theory Resources are seen as key to superior company 
performance and are linked to competitive advantage. 
Barney and Clark, 
2007 
Strategic decision-
making 
The process of choosing and implementing actions that 
will affect an organisation’s future abilities to achieve its 
goals. 
Mulcaster, 2008 
Strategic planning  An organisation’s process of defining its strategy, or 
direction, and making decisions on allocating its 
resources to pursue this strategy. 
 Bryson, 2011 
Strategic leadership  The provision of vision and direction for the growth and 
success of an organisation. 
Carter and Greer, 2013 
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A multitude of articles address strategic management but there are two that 
provide an overall explanation of strategic management itself. Cox, Daspit, 
McLaughlin and Jones (2012) defined strategic management in terms of process and 
the way that managers analyse the internal and external environments to formulate 
strategies and allocate resources to develop a competitive advantage in an industry that 
allows the organisation to successfully achieve its goals. In contrast, Johnson, Scholes 
and Whittington (2008) explained more simply that ‘strategy’ is included in 
positioning the organisation, its choices and its actions. Both these explanations 
indicate the complexity and breadth of strategic management but also the simplicity of 
its main objective – strategy and direction. 
The field of strategic management has had intense development over the past 
three decades, with its origins emerging from business policy. Early empirical research 
is found in the writings of Drucker (1954), Chandler (1962) and Ansoff (1965). 
Drucker (p. 121) emphasised the value of “managing by targeting well-defined 
objectives” which developed into the theory of management by objectives. Drucker 
postulated that for organisational effectiveness the procedure of setting objectives and 
monitoring progress towards them should infiltrate the entire organisation. 
Summarising what she thought were the main elements of strategic management 
theory developed during the 1970s, Chaffee (1985) noted that strategic management: 
 involves adapting the organisation to its business environment 
 is fluid and complex  
 affects the entire organisation by providing direction 
 involves both strategy formation and implementation  
 is partially planned and partially unplanned 
 is done at several levels: overall corporate strategy and individual business 
strategies. 
Thinking has progressed in various directions from the 1970s. For example, in 
the current context management practices and organisational outcomes are 
underpinned by a combination of theories providing a range of perspectives. Dess, 
Peng and Lei (2013) reviewed seven articles applying a strategic management 
perspective and proposed that three research streams emerged from these articles as 
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central to its theoretical underpinning: strategic leadership, resources and capabilities, 
and strategic contexts and outcomes. In each of the articles literature was drawn from 
various contexts including organisational behaviour, human resource management, 
social capital and managerial cognition using strategic choices.  
Thus, Chaffee’s (1985) early themes still apply today as the main essence of 
strategic management across both corporate and charitable enterprises, but a wider 
range of analytic lenses also inform the field. Leaders of charitable organisations face 
and regularly report additional complex strategic challenges today more than ever and 
these can be seen to reflect what Dess et al. (2013) identified. For example, the ACOSS 
(2005) report presented what Dess et al. would term ‘strategic context’ or Chaffee 
would name ‘business environmental issues’: 
 rising costs of compliance and risk management 
 issues in working with government 
 opportunities from private rather than government sources 
 importance of creditability and transparency – concern about costs (p. 46). 
Internal issues raised included: 
 a need for leadership 
 a need for strategic fundraising 
 attracting, retaining and training fundraising personnel 
 greater commitment needed to HR development 
 a need for more flexible volunteering opportunities 
 needs of small and regional nonprofit organisations 
 cynicism (p. 47). 
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On top of these pressures the Productivity Commission (2010) reported that the 
following critical issues restricted the nonprofit sector’s ability to improve its 
efficiency and effectiveness and fulfil its potential:  
 growing calls for accountability and demonstration of impact 
 purchasing arrangements for services are putting pressure on government–
nonprofit relations 
 workforce pressure and a changing environment for volunteers 
 tax arrangements for philanthropy are outdated 
 cross-jurisdictional differences impose unnecessary burdens (p. xxix). 
The ever increasing competitive nature of the sector and other changes in the 
environment, such as tighter government funding, round out this list of core 
challenges. Because strategic management begins at the point where these issues are 
evident, with the analysis of an organisation’s external and internal environments 
resulting in its strategic plan, the theory can assist nonprofits to work through the 
complexities of their environment and set realistic objectives, considering the 
resources they need to achieve those objectives. According to Greenley (1986) 
strategic management provides a framework that is cooperative, integrated and 
enthusiastic in its approach to confronting problems and opportunities. Instead of 
organisations being reactive to changes in the business environment, strategic 
management enables organisations to be proactive. Quintessentially, strategic 
management is generally discussed as a form of gap analysis in that it responds to the 
following three questions:  
1. Where is the organisation now? 
2. Where does the organisation want to be? 
3. How will the organisation get there? 
Many models interpret the multifaceted characteristics of strategic management 
and David’s (2009) approach (see Figure 2.3) shows the useful and common 
philosophy of dividing the strategic management process into strategy formulation, 
implementation and evaluation. The model indicates the major steps to be met during 
the strategic management process and also illustrates that the process is a continuous 
activity. 
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Figure 2.3: Model of the Strategic Management Process (David, 2009, p 46) 
 
However, the process of strategic management is more complex than this model 
suggests and each step may have manifold inputs. For instance, many organisations 
conduct numerous formal and informal meetings to discuss and review their 
vision/missions, objectives, policies and performance cyclically. Many charities 
likewise review regularly, refreshing their vision/mission statements and updating 
their objectives, responding to changes in their environment or funding arrangements. 
Good communication and feedback are needed throughout the strategic management 
process, which is implied in the above model but is an ongoing, year-round system 
rather than a one-off activity. 
2.3.2 Strategic planning 
The vital starting point of the strategic management process is strategic planning, 
a business approach that many charitable organisations undertake regularly. 
Recognising that strategic management involves the entire organisation (Drucker, 
1954), charitable organisations include the function of fundraising management in 
their planning as well as other processes. Including fundraising management in all 
planning processes may bring unique challenges for some organisations depending on 
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the degree of understanding that people have of fundraising – its objectives, resourcing 
and requirements to achieve fundraising effectiveness.  
While countless authors have articulated the benefits of strategic planning from 
early in its disciplinary growth (e.g. Greenley, 1986), Bryson and Alston (2011, p. 9, 
12) succinctly stated the following seven benefits for nonprofits: 
1. Increased effectiveness. 
2. Increased efficiency. 
3. Improved understanding and better learning. 
4. Better  decision-making. 
5. Enhanced organisational capabilities. 
6. Improved communication and public relations. 
7. Increased political support. 
Even though strategic planning can demand resources and time commitment the 
benefits that Bryson and Alston (2011) identified provide motivation for an 
organisation to understand its past and present, know where it wants to go and be 
prepared to direct its path towards its self-determined future – all vital aspects in an 
organisation focused on fundraising.  
The principles and processes of strategic planning and fundraising planning were 
linked by Sargeant and Jay (2004). In a strategic planning framework fundraising 
planning follows the agreement of the mission and organisational objectives. 
Confirming the mission and organisational objectives informs Fundraisers of the 
organisation’s need for funds, how the funds will be used and indicates the impact that 
will result if successful fundraising is achieved. Achieving organisational objectives is 
the responsibility of all departments or divisions within the organisation and is a 
coordinated effort. Fundraisers identify what they need to facilitate the achievement 
of the organisational objectives and these become known as the fundraising objectives. 
To fulfil these objectives types of fundraising are identified and segments of donors 
that form the basis of the target audience for each objective are formed, resulting in 
the basis of the fundraising plan. One tool that Sargeant and Jay referred to as a central 
aid to auditing fundraising is the SWOT (Strengths, Weaknesses, Opportunities, and 
Threats) analysis (p. 20).  
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2.3.3 The SWOT analysis – situation analysis 
Historically a range of analytical tools have been developed by theorists, 
including ‘PEST’, Core Competencies and the Competitor Profile Matrix, but the 
SWOT (see Figure 2.4) is a simple conceptual tool that organisations of all sizes have 
used. In his strategic management model David (2009) referred to the notion of 
external and internal environmental analysis as two components of strategic 
management. These aspects are also factors in the widely-used SWOT analysis that 
assist organisations in analysing their current situation. Selznick (1957) classically 
formalised the idea of matching the organisation’s internal factors with external 
environmental circumstances, this being the core idea that developed into what now 
has become known as the SWOT analysis. SWOT is an acronym which stands for: 
 Strengths: factors that give an organisation an edge over its competitors. 
 Weaknesses: factors that can be harmful if used against the organisation by 
its competitors. 
 Opportunities: favourable situations which can bring a competitive 
advantage. 
 Threats: unfavourable situations which can negatively affect the business. 
 
Figure 2.4: Typical SWOT analysis template 
 
Naturally, improving the planning practices of charitable organisations should 
assist effective outcomes. Used in relation to fundraising in nonprofits, Sargeant and 
Jay (2004) referred to the SWOT analysis as a tool that summarises data that draws 
out the key factors driving, or likely to drive, fundraising performance in the future (p. 
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38). The macro, or external, factors for nonprofits referred to by Sargeant and Jay are 
the same as any typical strategic planning (e.g. political factors); however, these 
factors are considered for their impact on fundraising rather than just the organisation 
more broadly.  
The SWOT template (see Figure 2.4) focuses on the key internal and external 
factors affecting the organisation. While factors are not prioritised this can happen 
after all the lists are completed. After factors are listed a matching process occurs, for 
instance matching internal strengths with external opportunities. For the purpose of 
this thesis no further discussion of this matching process is relevant. The spotlight 
instead falls upon organisations identifying their external factors (opportunities and 
threats) and internal factors (strengths and weaknesses). The next part of this chapter 
discusses a number of external and internal factors that affect charitable organisations. 
Only some of the more common external and internal factors are discussed in this 
chapter, where studies inform knowledge relevant to fundraising success and 
effectiveness. 
2.3.4 Conclusion 
As Kurt Lewin famously once said, “there is nothing so practical as a good 
theory” (Lewin, 1951, p. 169). Strategic management covers a range of perspectives 
that underpin organisational effectiveness and in nonprofit organisations can aid in 
achieving successful fundraising. In nonprofits, strategic planning is a commitment 
from the organisation involving the combination of analysis, formulation and 
implementation of objectives and strategies and monitoring progress towards a 
competitive and mission-driven organisation where fundraising is a necessary source 
of funding. This study will inform theory and provide knowledge and models that build 
more detail on analyses such as Sargeant and Woodliffe (2007) so that organisations 
can develop a better conceptual view of how strategic planning intersects with 
fundraising. As a professional activity and as a social process planning is located 
precisely at the interface between knowledge and action. At the macro level, planning 
is designed to produce results. Fundraising planning seeks to achieve the best results 
by carefully using organisational resources and opportunities. However, while 
fundraising carries much practical knowledge and organised action it is weaker in its 
theoretical underpinning. More research will help develop fundraising theory and aid 
decision-making in the nonprofit sector. As a result of more research “better-informed 
  31 
decision-making within the sector would be likely to result” (Sargeant & Jay, 2002, p. 
967).  
Concepts can be drawn from the perspective of strategic management to help 
define the role and value of such an approach in a fundraising environment. These 
theoretical planks have provided a useful platform for an appropriate theory to 
underpin fundraising effectiveness. The strategic planning framework though has 
offered a more macro view of organisational development and is very broad. It has 
clearly delineated the value of considering external and internal issues.  
This review of the literature now turns to capturing the extraorganisational 
factors that can affect fundraising effectiveness and the intraorganisational factors that 
organisations develop to be effective at fundraising. Adopting the strategic 
management perspective these factors would be examined in the SWOT analysis phase 
of strategic planning. These are some of the factors that, according to the literature, 
charitable organisations need to consider to advance their organisational planning with 
the intention of improved outcomes.  
2.4 EXTRAORGANISATIONAL FACTORS THAT CAN AFFECT 
FUNDRAISING EFFECTIVENESS 
This section reviews a number of extraorganisational factors that can have an 
effect not just on the organisation, its planning processes and strategic considerations 
but also on its fundraising. Each of the factors identified in Figure 2.5 have arisen from 
a literature scan and are reviewed separately. 
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Figure 2.5: Extraorganisational factors that can affect fundraising effectiveness 
 
2.4.1 Nonprofit sector context  
The first extraorganisational factor to be considered is the context in which the 
nonprofit sector operates. The nonprofit sector is large and diverse and is made up of 
a range of entities, all established for a community purpose (Productivity Commission, 
2010) comprising a paid and volunteer workforce. Various studies point to factors in 
the wider nonprofit sector that can significantly impact fundraising and often these 
may be factors over which the organisation has little influence or control. For instance, 
three significant government-initiated studies identified challenges from a community 
or external perspective such as organisational sustainability, economic instability and 
a complex regulatory environment: ACOSS (2005), The Centre for Corporate Public 
Affairs (2008), and the Productivity Commission (2010). Each study was conducted 
to understand the sector, its contribution and how to strengthen that contribution.  
Contextual issues such as the Global Financial Crisis (GFC) have also been 
highlighted in the research as an influence on fundraising success. Economic 
downturns can affect disposable income and can impact corporate givers, foundations 
and individuals in relation to the amount they donate and the frequency of their giving. 
The Managing for Recovery study, conducted jointly by FIA, the Centre for Social 
Impact (CSI) and PricewaterhouseCoopers (PwC) (2009), gauged how organisations 
were recovering from the GFC. The participatory action research study of 119 
organisations identified that the anticipation of rising costs was prompting many 
organisations to consider alternate structures including collaborations to combine asset 
bases and minimise risk, even though not many would consider a merger to weather 
the storms of rising costs (FIA, CSI & PwC, 2009, p. 3). The issue of structure is 
developed later in this chapter. The Giving Australia study (ACOSS, 2005) also 
identified these concerns and the need for leadership, strategic fundraising and 
employing trained fundraising personnel as an essential element of the organisational 
team in order to address these economic concerns (p. 46).  
Fundraising researcher Adrian Sargeant (2009) highlighted how this nonprofit 
context has shaped the overall strengths and weaknesses of sector organisations as 
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outlined in Table 2.4. The table also indicates where some strengths can meet or 
override some weaknesses.  
Table 2.4: Overall strengths and weakness of nonprofit sector organisations (Sargeant, 2009, p. 7) 
Strengths Weaknesses 
Robust grassroots links  
Field-based development expertise Small-scale interventions 
Ability to innovate and adapt Limited financial and management expertise 
Participatory methodologies and tools Lack of understanding of the broader social or economic 
context 
Long-term commitment Limited institutional capacity 
Emphasis on sustainability Low levels of self-sustainability 
Emphasis on cost-effectiveness  
 
This table highlights that while sector organisations have many strengths the 
ability to deal with their weaknesses and driving ‘nonprofitability’ under changing 
circumstances is a challenge to which fundraising may be part of this challenge.  
Likewise, Burk (2003) drew attention to the powerful constraints of the 
ecosystem in which nonprofit organisations operate, including legislative and 
competing forces. She asserted that the challenges of survival and sustainability have 
led to organisations being unmindful of the donor, or as Burk describes it, not being 
donor-centred. Burk highlighted that in trying to combat and deal with economic 
impacts organisations are so focused on their own survival that they have lost focus of 
one of their most important stakeholders, donors. This concern of organisations is seen 
to be a major factor in organisational fundraising success.  
Thus, successful fundraising has many challenges and the nonprofit context that 
organisations work within has many influences. With economic changes impacting 
disposable income organisations have focused more on sustainability, potentially 
placing unrealistic targets on fundraising departments and activities (FIA, CSI & PwC, 
2010, p. 20) and losing focus on servicing donors.  
2.4.2 Global ‘mega trends’ 
Cagney and Ross (2013) identified seven ‘mega trends’ facing Fundraisers 
across the globe, providing the next extraorganisational factor to be reviewed. They 
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fall into three broad streams of thinking. The first stream of thinking refers to global 
wealth. Global wealth continues to grow with some of this wealth being diverted to 
philanthropy (Michon & Tandon, 2012). Great wealth is no longer confined to the 
developed world even though in some emerging economies this wealth lies in the 
hands of a few (Michon & Tandon, 2012, p. 3). This wealth offers Fundraisers 
opportunities for employment in more diverse geographic locations than ever before, 
but demands that Fundraisers gather skills and experience and gain qualifications, as 
increasingly fundraising is recognised as a genuine career with a development path 
(Michon & Tandon, 2012, p. 8) and so fundraising is becoming more professional and 
professionalised. 
The second stream refers to technology and innovation. New and social 
technologies are important but there is less agreement as to how important they are. 
Social media has impacted global communication, informing prospective donors about 
global needs. Likewise nonprofit innovations are no longer just emerging from the US 
and Europe. While traditional means of fundraising (e.g. direct mail) are still occurring 
some countries are combining techniques (e.g. telemarketing and face-to-face calls), 
which can be culturally acceptable in those particular countries. 
The third stream relates to nonprofit organisations and their relationship to the 
state. There is growth of indigenous nonprofit organisations and multinational 
fundraising charities. Some of this international development is not favoured by 
domestic nonprofits and cultural sensitivities come into play. The role of philanthropy 
and the role of the state has attracted considerable debate worldwide. Some people 
believe that philanthropic donations undermine the role of the state. This is further 
complicated by the perceived growing role of wealthy donors, as reported by Bishop 
and Green (2008). The final trend is that more countries are instigating fundraising and 
nonprofit regulations, recognising the special status of nonprofit organisations. 
However, Cagney and Ross (2013) report that philanthropy thrives best when there are 
codified civil society structures and regulations for nonprofit agencies. 
Finally, Fundraisers and nonprofit organisations are faced with these mega 
trends. Certainly understanding philanthropy and fundraising is no longer restricted to 
one’s own country as having all the opportunities. Nonprofit organisations are not only 
challenged by this global market as it brings up again the issue of same-cause charities 
– even more so than in the domestic market – but it also brings the opportunity for new 
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and innovative practices (e.g. global collaborations) and access to prospective donors 
located in various parts of the globe. This thesis explores the views of study 
participants as to their responses to these issues and trends. 
In recognition of the importance of sustainability as a common challenge across 
the nonprofit environment the next section considers various funding model options 
that can appeal to organisations in their quest for sustainability as they respond to the 
external market forces as best they can to support their mission. 
2.4.3 Nonprofit funding model options 
A funding model is the plan of how the organisation will interact with its external 
stakeholders and environment to financially resource itself to realise its objectives; that 
is, what type of funding, from where and the percentage of each type of funding the 
organisation will aim to secure. Nonprofit organisations are often unsure of what type 
of funding to pursue, whether that be government funding, in-kind giving, fundraising 
from the community, social enterprise, earned income or a combination of these. Some 
nonprofits have little expertise in seeking funding at all, particularly those 
commencing operations. Others are unsure of how to prioritise their efforts when 
pursuing funding. Nonprofits in most countries are challenged by these issues and how 
to be successful at fundraising (Foster, Kim & Christiansen, 2009, p. 32).  
In response to this complex nonprofit context various funding models have been 
developed in the US which could be compared or adapted to the Australian scene. 
Foster et al. (2009) found that an organisation’s fundraising success was related to its 
funding model in terms of the mix of fundraising vehicles and income sources in play. 
Their sample of 144 US nonprofit organisations, mostly health-related and created 
since 1970 that had grown to US$50 million a year or more in size, grew large by 
pursuing specific sources of funding. Funding patterns began to emerge after collecting 
and categorising revenue and funding data from these organisations. Further analysis 
took place and each major funding source fell into a handful of sub-sources that 
represented distinct decision makers and motivations and linked to the organisation’s 
mission and domain. Each model was checked with organisation representatives 
through an interview process, exploring the challenges and trade-offs of each model 
and better understanding the drivers of successful fundraising within each model. 
Often concentration was on one particular source of funds that were a good match to 
their type of work. For example, the primary funding of a Food Bank was in-kind 
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giving from corporates (the ‘Resource Recycler’ model) and a religious congregation 
received its funding from special events, major gifts and direct mail (the ‘Member 
Motivator’ model). Each had built up highly professional internal fundraising 
capabilities targeted at those sources, being the pursuit of major gifts, special events, 
direct mail, corporate sponsorship and in-kind giving. The resulting ‘10 Nonprofit 
Funding Models’ (Foster et al., 2009) pinpointed the source of funds, the types of 
decision-makers and their motivations, providing a range of pathways for fundraising 
effectiveness (Foster et al., 2009, p. 35). The usefulness of these models became 
particularly important as nonprofits grew (Foster et al., 2009, p. 34). Table 2.5 
summarises these models. 
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Table 2.5: 10 nonprofit funding models (summarised) (Foster et al., 2009, p. 37) 
Model name Funding source Tactical tools 
Heartfelt Connector Individuals Special events, direct mail, corporate sponsorship 
Beneficiary Builder Individuals Fees, major gifts. 
Member Motivator Individuals Membership fees, special events, major gifts, direct 
mail 
Big Bettor Individuals or 
foundations 
Major gifts 
Public Provider Government Government contracts 
Policy Innovator Government Legislative appropriation or earmark, executive 
earmark, government pilot project 
Beneficiary Broker Government Government reimbursement 
Resource Recycler Corporate In-kind giving 
Market Maker Mixed Fees, major gifts (corporate or individual) 
Local Nationalizer Mixed Major gifts, special events 
 
Clearly this work highlights that there are various sources of funding, and tools 
for activating those sources and funding type links to the success of the organisation. 
Furthermore, this study identified the funding models that were linked to fundraising 
effectiveness and success. These models are examples of choices that organisations 
made when deciding their funding model. This study highlights that the funding model 
that an organisation chooses should be linked to their mission and organisational 
objectives and this can be achieved through the strategic management process. This 
thesis builds on this thinking, exploring funding models and the place of fundraising 
amongst the Australian case organisations, delving further into organisational 
leadership, structural influences and other factors surrounding organisations that may 
contribute to successful or less successful fundraising. With so many nonprofits in 
Australia, including the health sector, competition is clearly a factor that the literature 
has considered. 
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2.4.4 Competition in the marketplace 
The number of charitable organisations is increasing, resulting in many same-
cause charities providing donors with a choice of nonprofits. The Australian Charities 
and Not-for-profits Commission (ACNC) states that there are currently in excess of 
59,153 charities registered, with more registering on a monthly basis. The charity 
sector is constantly growing and changing. While 70% of charities have been active 
for more than 10 years, around 1,700 new charities apply for registration each year 
(ACNC, 2014). Within this competitive environment many charities struggle to gain 
attention from the general public and from prospective donors. Many do not have the 
expertise to express their mission, or their messages are confusing so they are not 
differentiated from other like-charities. For some their cause is less appealing to a mass 
market (e.g. intellectual disability as opposed to children’s charities). 
For instance, Klein (2009) emphasised that to gain attention in an increasingly 
competitive market charities must set themselves up to communicate their need clearly 
with a compelling message, giving current examples of their work, being exact about 
the charity needs and what they will do with the money raised. Resourcing for 
particularly busy appeal phases (around the end of financial year and towards 
Christmas) was seen as critical (Klein, 2009, p. 125).  
Addressing this competition challenge, Arya and Lin (2007) explored 
organisational collaboration in a competitive marketplace finding an overwhelming 
need for nonprofits to have a competitive advantage in such a vibrant sector (p. 699). 
The study investigated how 52 nonprofit organisations’ collaboration outcomes, 
reflected through a joint consideration of monetary and nonmonetary dimensions, may 
have been affected by their organisational characteristics, partner attributes and 
network structures. Hardy, Phillips and Lawrence (2003) asserted that nonprofit 
organisations compete not just for funding and government approval but also for 
clients, although that competition is not in a traditional sense. Their study also 
concluded that nonprofit organisations have to develop dual capabilities and 
competencies in the provision of services for clients and the attainment of funding to 
provide those services (Hardy et al., 2003, p. 321). In another study on collaboration 
and nonprofit decision-making regarding sustainability Sowa (2009) asserted that 
organisations should take certain steps in order to secure their place in the marketplace 
(p. 1015), drawing a conclusion that resource stability through collaboration could be 
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improved to provide organisational survival. Weinstein (2009, p. 10) likewise raised 
the concern that competition would drive small and inefficient nonprofits out of 
business. A potential solution comes from Lyons (2001, p. 229), who stated that there 
is a need to build sector capacity by larger organisations helping and supporting 
smaller organisations. The literature suggests greater sustainability is possible when 
organisations combine forces through collaborations and partnerships. Klein (2009), 
in a commentary that reflects the differences in for-profit and nonprofit competition, 
encouraged organisations to commit to helping each other, saving time by not 
watching each other make predictable mistakes (p. 262).  
A changing environment further challenges charities in the marketplace and 
impels them to think more about ways to increase their overall organisational 
effectiveness. Sargeant (2009) identified issues such as the blurring of traditional 
sector boundaries and the growth of capacity building initiatives and globalisation (p. 
23). Further, Sargeant recognised that organisations need to gain and increase public 
trust and confidence, display openness and accountability and confront the increase in 
civic disengagement now experienced by prospective donors (p. 23). In the face of 
such community change “Building unusual alliances will challenge organisational 
thinking and sets an organisation apart”, according to Ross and Segal (2002, p. 204) 
who write particularly about fundraising and organisational factors affecting it:  
Good performance is no longer enough for nonprofits. Organisations must set 
and achieve breakthrough goals, transform thinking and improve their 
performance to meet the needs of the people and causes they serve. Building 
unusual alliances with other organisations enables them to benchmark, to 
swap staff, to exchange ideas and to challenge mind-sets (p. 204).  
Consequently a number of elements within the competitive marketplace have 
been highlighted by these studies. New charity entries, competition between charities, 
attracting prospective donors, collaborating selectively and being openly accountable 
all provide a cluttered and increasingly challenging environment for charities to work 
within. This thesis explores these concepts by seeking recommendations from 
participants on how to deal with this marketplace as well as requesting their views on 
partnerships, mergers and collaborations. A more detailed discussion about these 
specific extraorganisational factors follows, reviewing a number of literary sources 
and studies. 
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2.4.5 Strategic partnerships, mergers and collaborations 
The next extraorganisational factor that can affect fundraising effectiveness is 
the choice that organisations make to explore options of working with other 
organisations. Depending on the aim of the relationship and how closely and formally 
the organisations desire to work together their formation falls along a continuum of 
closeness: partnerships, mergers and collaborations. The literature is extensive in its 
examination of these types of relationships; however, it is less clear about their effect 
on fundraising success. 
Strategic partnerships 
A partnership is an agreement between parties entered into in order to carry on 
a business or joint venture with a common purpose. A strategic partnership is an 
alliance between two organisations, usually formalised by a contract but not forming 
a legal partnership under the terms of legislation. Often nonprofits consider strategic 
partnerships rather than instigating legal proceedings to formalise the arrangement.  
Different organisation structures exist that charitable organisations choose for 
legal or other purposes. In fundraising terms these have been applied with varying 
success. As introduced earlier, the literature embraces terms such as networks, 
alliances, coalitions, amalgamations, partnerships, mergers, collaborations and 
umbrella organisations. However, issues related to these organisational options are 
similar and all bring challenges and opportunities for fundraising activity. ACOSS 
(2005) reported that 39% of the nonprofit organisations had at least one partnership 
with a business organisation and the likelihood of nonprofit organisations undertaking 
fundraising, volunteer recruitment, partnerships or commercial ventures increases with 
size, this being especially the case for partnerships and commercial ventures (p. 43). 
These ventures are often a means of resource acquisition that can support 
organisational sustainability. The literature reports that structural changes are a means 
of nonprofit organisations broadening their capacity and funding capabilities and this 
includes partnering with the corporate sector. The Relationship Matters report (The 
Centre for Corporate Public Affairs, 2008) studied 153 nonprofit organisations using 
a survey, workshops and individual interviews and found many fundraising benefits 
of such corporate partnerships including: 
 access to donors 
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 building skills transfer capacity 
 enabling new sponsors and communities to participate on mutual terms 
 offering diversified funding sources 
 providing funding sustainability 
 better public awareness 
 reputation recognition or building (p. 235). 
However, entering into these arrangements may bring additional regulatory 
reporting resulting in significant operating and administrative cost burdens caused by 
different legislative requirements throughout Australia (The Centre for Corporate 
Public Affairs, 2008, p. ix; Productivity Commission, 2010, p. 114). Larger 
organisations were more likely to engage in corporate community partnerships than 
smaller ones (FIA, CSI & PwC, 2009, p. 12) and many organisations preferred to 
engage in strategic collaborations rather than formal partnerships (p. 20). The literature 
reinforces that partnerships raise a myriad of practical issues. They require combining 
compensation plans, cultures, programs, budgets and donors. Strategic alliances must 
ensure a fair exchange of value among the partners, and mergers are just one choice 
on a continuum of strategic restructuring partnership options. ACOSS (2005) found 
that some organisations were not actively considering partnerships or other forms of 
alignment for fundraising or resourcing purposes. Some had no need to raise extra 
revenue or form partnerships. Some expressed the lack of financial and human 
resources required to take on such activity and others expressed the lack of knowledge, 
understanding of and expertise in fundraising and partnerships (ACOSS, 2005, p. 45). 
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Mergers 
A merger is the act or process of combining two or more organisations into one. 
It is often thought of in terms of one organisation absorbing one or more organisations 
into one entity. Often there can be negative connotations around mergers as one 
organisation could appear to be enforcing their values, business processes and 
practices on those coming into the merger. 
Sargeant and Jay (2002) reported that the impact of nonprofit mergers on 
fundraising and marketing activities was usually negative, although mergers were one 
way that organisations consider strengthening their infrastructure capacity (p. 961). 
While the negative fundraising result may be so in the Sargeant and Jay study, more 
in-depth research needs to be conducted so as to uncover the reasons involved and 
identify the negative issues that may be addressed. This study indicated that there 
should be further exploration of the managerial and marketing issues that emerged. In 
particular, Sargeant and Jay recommended quantitative methodologies to determine 
the exact impact of a merger on the amounts raised through fundraising. 
McKim (2009) cited significant signs indicating that it could be timely for 
nonprofits to consider mergers, acquisitions or dissolutions and these related to 
management issues, including: organisations lacking funds, an organisation that has 
‘Founder’s Syndrome’ (where the founder does not have the expertise to continue 
leading the organisation), and a lack of growth in an organisation where it is likely that 
there are diminishing returns for resources invested and there is a saturation of 
geographical services. Lack of leadership may be present where the Board is worn-out 
or dysfunctional. Strong competition exists where a smaller charity is out‐talented, out‐
resourced and out‐manoeuvred by its competitors (p. 2). If an organisation has a strong 
balance sheet it may well look for organisations that are ‘wounded’ and needing more 
resources. Ultimately what may result is ‘Nonprofit Darwinism’ or survival of the 
fittest. The number of nonprofit organisations is increasing and the best result would 
be merger situations that culminate in mutually satisfying agreements that result in 
stronger, higher-capacity organisations (McKim, 2009, pp.1-3). A concern here is that 
there may be uninformed decisions regarding the donor database and what happens 
with donors, affecting fundraising performance and success. 
Finally, La Piana (2010), who has written prolifically about merger challenges, 
stated that mergers are a better use of infrastructure but warned organisations about a 
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number of issues and possible misconceptions. He found that mergers are risky 
business and usually cost more than anticipated. Sometimes they create more problems 
than they solve and nonprofits should consider a variety of less formal ways of working 
together. He highlighted that duplication of services is not the problem; rather, the 
problem is the duplication of service provider infrastructures as merging organisations 
combine their infrastructures. Another potential merger situation arises when an 
organisation is close to failing but has one or more valuable programs with solid 
funding, such as ongoing government contracts or a loyal donor base. A larger and 
more stable nonprofit integrates the single program into its suite of services, salvaging 
the program while adding little administrative cost. The merger itself did not save the 
money; instead, it created a structure within which management was able to make the 
tough decisions that ultimately led to a better financial footing. La Piana (2010) 
asserted that the integrity of donor records and fundraising effectiveness may be 
affected (p.28). 
Collaborations 
A collaboration is a less formal arrangement where organisations can work 
together in a short- or long-term capacity to achieve an agreed outcome. The issues of 
and reasons for emerging collaborations have strategic implications for infrastructure, 
management processes and fundraising management. While collaborations and their 
various forms could be considered more of a new Millennium development Bernstein 
explored these activities in 1997. The implication for fundraising within these various 
forms was not discussed specifically; however, the impact on the organisation that 
could in turn impact on fundraising activities can be extrapolated. 
Bernstein (1997) contended that leading organisations consist of team players, 
consult with others, cooperate, collaborate, coordinate and understand that they are 
partners with other nonprofits in advancing public welfare (p. 153). Bernstein referred 
to collaborations as “umbrella organisations” (p. 155) and more recently Melville 
(2010) continued this line of thought, stating that umbrella organisations include a very 
broad range of organisations and, so, various terms are used to describe them. The 
most common terms used are intermediaries, federations, advocacy coalitions, loose 
associations, ad hoc coalitions and resource organisations (Melville, 2010, p. 1577). 
Various types of organisation structures and collaborations exist like this throughout 
 44  
Australia, tapping into challenging regulatory requirements affecting legislative 
fundraising reporting requirements.  
In the current Millennium, reduced funding and enhanced community 
expectations have led to the emergence of collaborative networks in the sector (Arya 
& Lin, 2007, p. 699). However, there is little understanding of why nonprofit 
organisations choose to develop certain forms of collaborations but not others (Guo & 
Acar, 2005, p. 357). Sowa (2009) highlighted that there are benefits and outcomes for 
service delivery and the organisation as a whole and referred to improved 
organisational survival, enhanced institutional legitimacy and improved competitive 
advantage (p. 1015) – all of which have implications for fundraising. Weinstein (2009) 
agreed and stated that collaborations must be explored, identifying the potential for 
producing economies of scale and eliminating duplication and overheads for increased 
service outputs. These occurrences could assist fundraising to become more cost 
effective and additional benefits could flow into the whole fundraising program 
(Weinstein, 2009, p. 11). 
The literature contends that there are many reasons for mergers and collaborative 
activity and all relate to infrastructure and practical management of the organisation, 
with each option having strategic and sustainability implications. The lure of efficiency 
gains, the ability to build a monopoly position (based on shared vision) and empire-
building on the part of nonprofit managers are all considerations for nonprofit Boards 
and leadership. The potential to spread overheads, the achievement of economies of 
scale and opportunities to increase the asset base or borrowing capacity are all financial 
considerations (Sargeant, 2009). Geographical and sectoral expansion, elimination of 
competition and responses to tax changes, and to control the operating environment 
and reduce uncertainty are all attractive considerations for innovative organisations 
(Sargeant, 2009, p. 127). 
The Passion and Purpose Study (Keating, Pradhan, Wassall & DeNatalie, 2008) 
with a sample of 37,000 nonprofits in Massachusetts, US, found a number of reasons 
for mergers and collaborations, in particular there was: a need for better infrastructure 
to support sustainability and capacity building; and an opportunity for enhanced 
services, possible efficiencies of scale, reduced duplication and the possible reduction 
of costs due to the consolidation of infrastructures (p. 7). Often mergers or 
collaborations are enforced by funders. There is anecdotal evidence of the direct or 
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indirect role that funders can have in precipitating a merger or collaborative decision. 
Many encourage collaboration and joint working and are critical of what they regard 
as needless duplication (Sargeant, 2009, p. 128). These comments are also reflected 
anecdotally in donor comments from time to time, criticising same-cause charities as 
needlessly duplicating efforts and infrastructure costs. 
Baker, Kan, Onyx and Teo (2009) proposed five areas of potential tension that 
are central to understanding effective management within nonprofit networks. The two 
major issues in their study comprised the advantages of network formation and the 
challenging nature of collaborative networks. The areas related to governance, 
performance, values, employees and leadership. Network tensions should be managed 
intentionally. Governance or strategic leadership can result in too much or too little 
autonomy by individual partners. Inequality of power or resources in a network can 
increase the likelihood that the network will dissolve. These issues need reframing so 
that the emphasis is not on rules, power and control but is instead on jointly solving 
problems, building relationships and achieving both member and network goals (Baker 
et al., 2009, p. 104). Some fundraising organisations have moved to operate as 
networks such as federated charities, independent bodies raising funds for larger 
organisations and global partnerships, and anecdotally these strategic decisions have 
resulted in varied fundraising success. 
Conclusion 
Partnerships, mergers and collaborative activities seemingly provide 
opportunities for organisations to extend their mission, be responsive to the 
marketplace and reduce an apparent duplication of services in the community; 
however, they are not for every organisation. Each option should be examined on its 
merits as well as the effect on fundraising. The literature defines specific management 
issues that are related to these extended organisation structures. This thesis explores 
the views of study participants as to whether these types of activities are recommended 
when striving for successful fundraising, particularly in view of donor expectations 
and retention of organisational identity. Understanding that donors can choose from 
numerous organisations to support it is therefore necessary for organisations to be 
aware of the drivers of giving, so that they can attract prospective donors and keep 
current donors. These drivers of giving are reviewed as the next extraorganisational 
factor to be considered. 
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2.4.6 The drivers of giving and giving behaviour 
This term is used to describe donor motivations or the reasons that drive donors 
to support their chosen charity. Many reasons have been identified as to why 
individuals and corporations give to a charity or charities and understanding these 
motivations or drivers is essential for fundraising effectiveness. Giving can be affected 
by an individual’s current and future economic well-being, the impact of changes in 
tax policy, public trust and ethical and honest fundraising (Ciconte & Jacob, 2001, p. 
5). From an individual perspective, Bekkers and Wiepking (2007) summarised the 
findings of over 500 articles and outlined the drivers of giving as:  
 awareness 
 solicitation 
 costs and benefits 
 altruism 
 reputation 
 psychological benefits 
 values and efficacy (p. 20).  
The ACOSS (2005) study was the first of its kind in Australia to provide insight 
into the giving community – that is, the givers and the recipients of giving – and 
reported recommendations to strengthen giving. The findings relating to the drivers of 
giving were similar to those of Bekkers and Wiepking (2007) and were stated as:  
 affirmation of identity 
 a sense of reciprocation 
 respect for a nonprofit organisation  
 the desire to strengthen the community or to make the world a better place 
(p. 30).  
Sargeant (1999) considered donor motivations prior to the above studies, 
identifying branding, reputation and awareness, and then developed the Giving 
Behaviour Model (p. 218) to explain the complex decision-making process that donors 
undertake before, during and after donating to a particular organisation or cause. This 
model was further developed by Sargeant and Woodliffe (2007, p. 276) and suggests 
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that there is much more involved than donor motivations alone. The model clearly 
indicates that there are a number of sources of input that donors receive, for example 
branding, media and modes of ask. The model details a number of variables that can 
impact on the perception of a potential donor’s reaction to the message being 
communicated. Affecting the donor’s reaction will be external influences, individual 
characteristics and perceptual reactions mixed with the motives that are triggered by 
the input. The donor then processes all this information, is affected by inhibitors and 
decides on the output, whether that is a donation or other means of support to the 
organisation. With this model in mind, organisations are challenged to organise their 
resources, develop their strategies, and effectively present and manage their 
organisation to attract funds from donors.  
Understanding donor motivations and giving behaviour is a challenge for 
nonprofits, their leaders and their Fundraisers. It is not just understanding this 
information, it is using it to develop fundraising strategies and plans to request support 
from prospective donors. This study explores the principles that underpin successful 
fundraising and will determine the stance that successful organisations take on donor 
motivations and giving behaviour, establishing how this extraorganisational factor 
affects fundraising effectiveness. 
2.4.7 Legislation and regulatory compliance 
The legislative environment of the nonprofit sector is also an important 
extraorganisational factor that can affect fundraising effectiveness by absorbing 
resources and diverting attention. This factor refers to the legal and regulatory 
requirements that are placed on organisations by various government levels. Charitable 
organisations often contend that they are hamstrung responding to these demands. 
Legislative challenges can differ according to the legal setup of the entity, the type of 
funding model used, the geographic location of the services it provides and the type of 
fundraising activities it undertakes. Just within fundraising itself compliance with 
regulations and reporting requirements can occupy substantial resources that need to 
be factored in when planning effective fundraising strategies and achieving successful 
fundraising.  
Legislation harmonisation, and particularly fundraising harmonisation, 
throughout Australia has been a theme for some years. Flack (2007) explained that 
charities raise money by a number of means, including the solicitation of donations by 
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mail, email, telephone, radio and television, using different techniques and these are 
complicated further by the legal and regulatory definitions of fundraising or charitable 
collections Acts that vary between jurisdictions (p. 141). The Centre for Corporate 
Public Affairs report (2008) discussed the challenges facing charitable organisations, 
stating that harmonisation or standardised national legislation would result in a level 
playing field and would be a big boost to the nonprofit sector (p. 88). The report stated 
that nonprofits face a complex legislative and regulatory environment, which is made 
more complex when the organisation operates interstate. The report concluded that 
nonprofits are keen to see harmonisation of regulations and governance standards 
across Australian states and territories and, at best, a national regime (p. 91). The 
Productivity Commission (2010) noted that fundraising legislation also differs 
significantly between jurisdictions, adding to costs incurred by the sector. The report 
recommended that harmonisation of fundraising legislation should be an early priority 
for governments. This report recommended a separate government body to assist the 
nonprofit sector and in 2012 the ACNC was established as a national independent 
regulator of charities to support the nonprofit sector (ACNC, 2014). While this 
government department has been active from its inception the original hope of many 
Fundraisers and organisations was that it would play a key role in harmonising 
regulations and particular fundraising regulations as noted above. According to the 
2012-2013 Annual Report from the ACNC (ACNC, 2013) work has started on 
harmonisation but progress has been slow.  
Start-up organisations experience challenges in working through the regulatory 
minefield because of their lack of experience and knowledge. Larger and more 
experienced organisations are challenged as their operations grow and become affected 
by additional regulations to comply with and report on. Leaders of organisations must 
be aware of new and changing legislation that affects their operations, adhere to 
compliance standards and respond to reporting demands. Depending on the type of 
fundraising activities an organisation conducts, these requirements can be time 
consuming and resource absorbing. Legislation and regulatory compliance mandates 
vigilance and cooperation. This study will determine the extent these demands affect 
fundraising effectiveness and if they are an important factor at all. 
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2.4.8 Conclusion 
As has been illustrated, charitable organisations experience a number of 
extraorganisational factors that can affect their fundraising effectiveness. The chapter 
now moves on to review literature in relation to intraorganisational factors that 
organisations develop as a response to external factors in developing strategies to be 
effective at fundraising. 
2.5 INTRAORGANISATIONAL FACTORS THAT ORGANISATIONS 
DEVELOP TO BE EFFECTIVE AT FUNDRAISING 
Within strategic management perspectives, the strategic planning process and 
SWOT analysis, internal as well as external factors emerge to be taken into 
consideration. The next section outlines a review of intraorganisational factors (see 
Figure 2.6) that organisations develop to be effective at fundraising, the first being 
strategy. 
 
Figure 2.6: Intraorganisational factors that organisations develop to be effective at fundraising 
2.5.1 Strategy 
Strategy is the basis of thinking around organised action and paves the way 
forward. An early connection between strategic management and fundraising was 
made by Hanson (1997). He posited a planning model for resource development in 
nonprofits that integrated strategic, marketing and fundraising planning into an 
environmentally comprehensive process. He stated that nonprofits failed to implement 
this integrated planning because of various barriers within the organisation including 
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corporate culture, inner process focus, leadership pathologies and a reluctance to 
accept advancement (fundraising) as a global organisational activity, an unwillingness 
to accept the realities of a moving market and a lack of political will to undertake social 
advocacy on behalf of their clients. Hanson demanded that nonprofits approach 
strategic planning through an interdisciplinary methodology, shaped by multiple 
market audits focusing on: 
 mission and institutional capabilities 
 image and competitive analysis 
 philanthropic feasibility  
 flexible integration of revenue/resources development (p. 315). 
 
Hanson (1997) concluded that by integrating the strategic planning focus to 
include philanthropy and fundraising capabilities and direction nonprofits would be 
rewarded by enhanced fundraising returns: “once re-founded on a culture that has 
remained mission-relevant while becoming market-driven” (Hanson, 1997, p. 315). 
Unfortunately, no further works of Hanson have been uncovered to develop these 
thoughts. 
Strategy continued to take focus in other fundraising articles. Two approaches 
to raising funds were identified by Sargeant in 2001 relating both approaches to the 
organisational strategic context: 
1. The transactional approach concentrating on the immediate financial needs 
of an organisation, without being developed as part of a strategic plan. 
2. The strategic approach, based on the organisation’s long-term plan. 
Unfortunately many nonprofits choose option 1. This thesis reports on the views 
of participants in regard to these two approaches and the relationship of those 
approaches to successful fundraising.  
While studies relating to organisational and fundraising strategy are rare, Klein 
(2007), Mallabone and Balmer (2010) and Warwick and Hitchcock (2002) provide 
insight. 
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Klein (2007) stated that matching fundraising strategies with the financial needs 
of the organisation is a key challenge for fundraising practice. Organisations have three 
financial needs: 
 the money they need to operate every year, called annual needs  
 the money they need to improve their building or upgrade their capacity to 
do their work, called capital needs  
 a permanent income stream to ensure financial stability and assist long-term 
planning (p. 25).  
Klein (2007) continues, stating that organisations have three goals for every 
donor: giving the largest gift they can on an annual basis; gifting to a capital or special 
campaign that is unusual in some way and only given a few times, or possibly only 
once, during the donor’s life; and gifting the organisation in their Will or to make some 
kind of arrangement benefiting the organisation from their estate. These require three 
types of strategies: acquisition, retention and upgrading strategies (p. 25).  
While this is logical and useful information for the practitioner this thesis will 
also provide valuable insight into how this matching of organisational and fundraising 
strategy occurs and, if it really does, if and how it is linked to successful fundraising. 
To further foster successful fundraising based on an organisation’s current 
abilities and resources Mallabone and Balmer (2010) developed a nonprofit 
fundraising audit tool to assist organisations to develop their strategy. Organisations 
are rated on governance, environment, external environment, fundraising track record, 
constituency analysis, program maturity, resource availability, fundraising culture and 
the donor perspective (p. 29). The value of this tool for charitable organisations is that 
it assists in objectively identifying the current state of the business model of the 
organisation as it relates to funding and indicates where improvement can be made and 
planned for to increase funding success. This thesis narrowed the field of enquiry to 
the health sector and delved into some of the factors related in this tool, questioning 
participants as to their experience and recommendations in a qualitative environment. 
Warwick and Hitchcock (2002, p. 1) asserted that organisations will be most 
successful if a fundraising strategy is selected that complements the organisation’s 
mission. They discussed fundraising from a broader perspective as resource 
development, referring to the five fundamental fundraising strategies that constitute 
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the core of all resource development efforts. They identify growth, involvement, 
visibility, efficiency, and stability as the five strategies that organisations can apply to 
be more successful at fundraising (Warwick & Hitchcock, 2002, p. 2). Further, 
Warwick and Hitchcock developed a ten-step planning process for fundraising 
success: assessing the organisation, evaluating the key players, recruiting a strategy 
planning team, learning about five strategies, selecting strategy, setting ambitious 
goals, articulating achievable objectives, applying fundraising tactics, creating a 
master calendar and measuring progress. In all of their recommendations fundraising 
strategy is linked to the organisation strategy. The fundraising strategy should 
complement and help implement the organisation’s mission as expressed in its overall 
strategy (Warwick & Hitchcock, 2002, p. 6). 
A recent article by Cacija (2013) recognised that strategy is an important feature 
of fundraising. While the article related fundraising to a strategic marketing 
orientation, the study suggested a conceptual model involving various aspects of 
fundraising performance. 
The literature encompasses a strategic approach to fundraising from a number of 
viewpoints. Overall it can be surmised that fundraising should be part of an 
organisation’s long-term strategic planning. Fundraising strategy should complement 
the organisation’s mission and its marketing strategy, aligning fundraising strategy 
with that of the total organisation. The chapter now reviews structure, another 
intraorganisational factor that organisations develop to be effective at fundraising. 
2.5.2 Structure 
Organisational structure is typically a hierarchical arrangement of lines of 
authority, community, rights and duties of an organisation. The structure determines 
how the roles, power and responsibilities are assigned, controlled and coordinated and 
how information flows between the different levels of management. A structure 
depends on the organisation’s objectives and strategy and, as an organisation develops, 
the structure can change to accommodate changes and developments. Structure is 
reviewed as an intraorganisational factor because it reflects the values and beliefs of 
an organisation as to which functions are important and where those functions sit 
within the organisation. Where fundraising is placed within the organisation reflects 
its function, importance and connection to strategy. Structures can support fundraising 
or become a barrier to fundraising, producing silos of ineffective communication and 
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dysfunctionality. Mixer (1993) referred to fundraising within the organisation 
structure and Sargeant and Shang (2011) referred to silos that can result within 
structures.  
Once again studies are limited in the area of nonprofit structures; however, Mixer 
(1993) discussed structure as a complex pattern of communication methods of 
reporting and accountability to assist organisations with their sustainability. Mixer 
asserted that the structure within which fundraising occurs should follow the identified 
principles of the organisation. Structure is not limited to the obvious consideration of 
reporting relationships or chain of command. It also includes other defining elements 
such as communication patterns, reward systems, accountability policies and decision-
making procedures that directly involve management practice (Mixer, 1993, p. 123). 
The development of silos of teams or departments within a structure can hinder 
fundraising development and success. From the donor point of view the organisation 
is viewed as one entity, with the assumption that there is open communication within 
the structure. The Growing Philanthropy in the United States report (Sargeant & 
Shang, 2011) was published to present data and conclusions from a summit involving 
35 influential leaders from across the US nonprofit industry joining together “to focus 
on what the sector might do itself to increase its income from individual donors” (p. 
4). One recommendation focused on structure. Recommendation 5: Break down 
organizational silos and encourage greater collaboration between teams recognised 
that silos exist in organisations, supported by organisational structures that provide “no 
sense from the perspective of a supporter” (Sargeant & Shang, 2011, p. 8). The 
recommendation acknowledges that structures can foster silos within whole 
organisations; that is, between fundraising and services and also within the fundraising 
structure. Supporters often assume that each person from an organisation is aware of 
their total relationship with the organisation, for example donor, client and volunteer. 
By addressing structural issues and encouraging greater collaboration between teams 
the supporter can become more loyal and the organisation can be more effective 
(Sargeant & Shang, 2011, p. 8).  
This thesis delves into structural issues in organisations, examining practices that 
encourage inter-team communication and effectiveness within the organisation as a 
whole and within the fundraising structure. It also explores the desired structure for 
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maximum effectiveness and fundraising success, reflecting on the position of the 
fundraising leader in the organisation. 
2.5.3 Governance 
Governance is another intraorganisational factor that is often discussed critically 
in Australia. Governance refers to the arrangements for decision-making and the 
process by which decisions are implemented in organisations. Three studies provide 
thought from different points of view with respect to Board (or governance) education, 
recruitment, perceptions and engagement around fundraising and Board and 
committee views on fundraising. 
First, Sargeant and Shang (2011) presented data and conclusions from a summit 
of leaders from the US nonprofit industry (as mentioned above) in order to make 
recommendations to governing Boards relating to increasing income from individual 
donors. Recommendation 12: Fund the development of a website in the United States 
to educate the public, Boards, and other stakeholders, (Sargeant & Shang, 2011, p. 
12) discussed the need for general education about fundraising, the real costs of 
fundraising and the nature of the sector. While the ACNC could be considered to be 
achieving this purpose, the need still arises in Australia for this type of unbiased 
information. Further, Recommendation 32: Educate Board members about the 
intricacies of fundraising (Sargeant & Shang, 2011, p. 25) stated that fundraising 
education for Board members was a recurrent theme in the report. As a result of Board 
members lacking understanding about fundraising processes and their role in it poor 
investment decisions are taken, supporter relationships are neglected and the high level 
of turnover within the fundraising profession continues (Sargeant & Shang, 2011, p. 
26). While this study was conducted in the US there are indications in Australia that 
this is the case also.  
Second, Scaife et al. (2013) reported that fundraising was not mentioned at 
recruitment for the vast majority of Board members and no Board member respondent 
received any fundraising training on joining the Board. The exploratory study 
conducted in Australia aimed to build an evidence base and spark more discussion 
about: (1) the role Australian nonprofit CEOs and Boards play in supporting 
fundraising/development; (2) current engagement levels and activities; and (3) 
perceptions of leadership in fundraising from two possibly contrasting perspectives – 
nonprofit leaders (Board members and CEOs) and Fundraisers (Scaife, et al., 2013, p. 
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iii). The study involved focus group discussions with nonprofit leaders and 
Fundraisers, and a large 60-question online survey versioned for the two different 
groups. If these findings are typical of organisations and Boards in the health sector 
(the study included organisations from the health sector) the need for the 
recommendations from this report are pertinent. Additionally, the report noted the two 
greatest challenges facing Fundraisers were related to Board engagement in 
fundraising (Scaife, et al., 2013, p. iii): 
1. Lack of Board understanding and leadership in fundraising.  
2. Lack of resourcing to undertake successful fundraising.  
 
Last, Nicholson, Newton and Sheldrake (2008) conducted a study with Boards 
in Queensland, Australia, that sheds light on the view of governors of organisations in 
regard to fundraising development for Board and committee members. The study 
sought to understand the challenges facing a nonprofit organisation receiving funding 
under three government departments, with one – significantly for this thesis – being 
Queensland Health. Surveys were sent to 835 organisations asking Board and 
committee representatives to outline: (1) the current competence of their 
Board/management committee in each topic area, (2) the level of importance of each 
topic area, and (3) their level of interest in learning and development or materials for 
each topic. The report was recommended as a starting point for policy makers and 
organisations wishing to develop the sector’s governance infrastructure (Nicholson et 
al., 2008, p. ii). The data revealed that fundraising received the most mixed response 
in terms of importance, competence and attractiveness, indicating that some 
organisations would value development in fundraising, while others would see little 
value (Nicholson et al., 2008, p. 12).  
The literature recognises the important decision-making position that 
governance Boards have in nonprofits. Studies indicate the need for Board education 
about fundraising and the resources required for fundraising. Unfortunately there are 
indications from these studies that some Boards or Board members have a sceptical 
view of fundraising. However, if fundraising is a whole-of-organisation function, as 
prior studies have found, fundraising needs to become part of the recruitment 
discussion for Board members. This thesis explores Board understanding of 
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fundraising, investment in fundraising and resources required for successful 
fundraising in case organisations. Having considered the important basics of strategy, 
structure and governance, fundraising leadership is another intraorganisational factor 
to be considered. 
2.5.4 Fundraising leadership 
Leadership refers to the position or function of someone who is a leader, being 
a person who guides or directs a group. Leadership could be described as a process of 
social influence that maximises the efforts of others towards the achievement of a 
common goal. Fundraising leadership can refer to the Board, CEO or Fundraiser. It 
can refer to one person as the departmental leader (e.g. the Fundraising Manager) or a 
number of people in an organisation who lead fundraising from various aspects (e.g. 
the Board, CEO, Fundraiser). ACOSS (2005) identified the need for leadership and 
strategic fundraising, employing trained fundraising personnel and Sargeant and 
Shang (2011) endorsed the need for better defined professional development and the 
development of academic qualifications in the US (Sargeant & Shang, 2011, p. 23) for 
Fundraisers. Four key publications have addressed fundraising leadership issues in the 
nonprofit sector and have relevance.  
First, Bell and Cornelius (2013) explored the shared fundraising leadership role 
in organisations. The study surveyed nonprofit executive directors, CEOs and 
development directors about fundraising in their organisations in the US. The study 
revealed that many nonprofit organisations were stuck in a vicious cycle that 
threatened their ability to raise the resources that they needed to succeed (Bell & 
Cornelius, 2013, p. 1). The report aimed to understand development challenges in 
nonprofits and why the work was so difficult for so many leaders. The conclusions 
were that if fundraising is to succeed organisations need to make fundamental changes 
in their leadership and resourcing of fundraising and create cultures and systems that 
support fundraising. It was stated that fundraising is a shared responsibility of the 
organisation; that is, the Board, the executive director and the staff alike. Fundraising 
was not the priority for just one individual (Bell & Cornelius, 2013, p. 2). 
Second, Scaife et al. (2013) explored the qualities of fundraising leadership. The 
study concluded in the standout findings that CEOs were overwhelmingly seen as their 
organisation’s fundraising champions and the most significant benefit of having 
fundraising expertise at CEO and Board level was strategic direction and oversight 
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(Scaife et al., 2013, p. iii). This study also identified the perceived top qualities of 
successful fundraising leaders as being “inspirational, vision oriented and action 
oriented” with the actual top qualities being “vision oriented, ethical and supportive”. 
The qualities ‘inspirational, vision oriented and ethical’ were common to both sets of 
answers (Scaife et al., 2013, p.23). 
Wagner (2005) posits that a challenge for the fundraising leader is that sufficient 
authority is not delegated to them so it is difficult for them to lead their organisation 
and succeed in fundraising. This level of authority can relate to the structure of the 
organisation and how that structure dictates the level of authority provided to the 
Fundraiser. However, despite this possible setback Wagner stated that leadership 
strategies can be used to reach fundraising goals that benefit the organisation and those 
leading fundraising have to get things done despite whatever rank or position they 
hold, motivating others to work together to reach fundraising goals and objectives (p. 
6). 
Last, Harris (2001) conducted a qualitative study to identify the characteristics 
of effective professional fundraising leaders and found several dominant 
characteristics (see Table 2.6). 
 
 
 
 
Table 2.6: Characteristics of leaders (Harris, 2001, p. 26) (adapted) 
Characteristics of 
leaders 
 
Abilities 
 
 
Values 
 
 
 
People 
 
 
 
Vision 
Inspiration/motivation 
 
Integrity 
Empathy 
Courage 
 
Delegation 
Ability to relate to people/communication 
Teamwork (ability to foster) 
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This unique study developed a Model for Effective Leadership for Professional 
Fundraising (Harris, 2001, p. 33) based on relationships, with the concept of servant 
leadership being an underlying concept for professional fundraising leadership. The 
model is based on the premise that “serving others – employees, customers, 
community – is the first priority of a leader” (Harris, 2001, p. 5). These characteristics 
can be compared with the findings revealed in this thesis. 
The literature concludes that fundraising needs strategic leadership and 
fundraising leaders should be trained and ideally academically qualified. While the 
CEO is the fundraising champion, fundraising can be led from other parts of the 
organisation, even if they lack authority according to the organisation’s structure. A 
supportive culture and the resourcing of fundraising are in the hands of the 
organisation’s leadership. Deficiencies in those areas can inhibit fundraising success. 
Finally, the characteristics of fundraising leadership were defined.  
This thesis explores the type of organisational leadership that is required for 
successful fundraising and the attributes and skills required for fundraising leadership. 
Moving from leadership factors to culture, the review firstly considers studies relating 
to organisational culture in nonprofits and then works relating to culture and 
philanthropy. 
2.5.5 Organisational culture 
Organisational culture is another intraorganisational factor that can affect 
fundraising effectiveness. Schein (1985) defined culture as a layered phenomenon 
Aptitudes 
 
 
Sense of self (self-actualisation) 
Persistence 
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composed of inter-related levels of meanings, ranging from those that are mostly 
invisible (guiding assumptions and values) to those that are observable (artefacts). The 
possible role of organisational culture has received little attention in the literature in 
relation to fundraising success and this thesis will be useful for determining that 
relationship. This section reviews nonprofit and organisational studies relating to 
culture. 
While there are many models of organisational culture (Dauber, Fink & Yolles, 
2012) one model stands out particularly for its application to charitable organisations: 
the Competing Values Framework (CVF) (Quinn & Rohrbaugh, 1983). The CVF 
combines the (1) flexibility to control and (2) environmental orientation continua, 
graphically represented in Figure 2.7 as adapted by Newton (2006). In the model the 
two primary dimensions reflect preferences for either flexibility or structural control, 
and whether an organisation focuses its attention inward towards its internal dynamics 
(concern for the human and technical systems inside the organisation) or outwards 
towards its external environment (responding to outside change and producing in a 
competitive market). The CVF describes the organisational content, identifies the 
components of culture that might be similar or different to other cultures, and provides 
analysis tools and techniques for investigating cultures (Newton, 2006, p. 49). 
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Flexibility 
Human Relations Culture Open Systems Culture 
 
Goal Values:  
 
  
Sub-goals:  
 
Human resources 
development 
 
Cohesion  
Morale  
Training  
  
Goal Values:  
  
 
Sub-goals:  
 
Growth and innovation  
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Figure 2.7: Graphical plot of typical goals and sub-goals of organisational cultures (adapted from 
Quinn & Rohrbaugh, 1983) (Newton, 2006, p. 7) 
 
This model is called the CVF because the criteria seem to initially carry a 
conflicting message (Quinn, 1988). Indeed, it displays the paradox that exists 
inherently in notions of effectiveness in organisations as they pursue competing, or 
paradoxical, criteria simultaneously (Quinn, Faerman, Thompson, & McGrath, 1996). 
Organisations need to be adaptable and flexible but also stable and controlled. 
Organisations strive to adopt the value of human resources but also want to implement 
good planning and goal setting. This seemingly conflicting situation is further 
discussed in the next section on culture and philanthropy. 
The CVF addresses three issues involved in the analysis of organisational 
culture. It specifies a descriptive content of organisational culture, identifies 
dimensions where similarities and differences across cultures can be evaluated, and 
suggests tools and techniques for organisational analysis that enable measurement and 
representation of organisational culture (Howard, 1998).  
Broadly, organisations whose cultures lie in the top flexible half of the CVF tend 
to display facilitative styles of management and project or matrix type structures with 
which they respond to environmental demands (Howard, 1998; Quinn, 1988). These 
organisations are also usually more comfortable with the introduction of change and 
will display less resistance to it. Organisations wanting to achieve fundraising 
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effectiveness may be compatible with these values. Developing fundraising will result 
in change for organisations in that new systems may need to be developed to 
accommodate more innovative practices and organisations need to be responsive to 
change and adapt. 
 Organisations in the lower control section of the CVF may need to allow longer 
time periods for the introduction of change. These organisations will possibly 
experience considerable resistance from people who fear loss of control, particularly 
personal control of their own environments (Howard, 1998). Achieving fundraising 
effectiveness in an organisation with a culture predominantly in the lower control 
section will be a challenge. While control is necessary for sound management, 
restricting and resisting innovation with less flexibility is not complementary to 
successful fundraising as new techniques are developed or successful techniques are 
maximised and expanded.  
Quinn (1988) has named four different cultural orientations based on the CVF, 
namely: Human Relations Culture, Rational Goal Culture, Open Systems Culture, and 
Internal Process Culture. Relating to this model, charities that associate with the 
flexibility half of the CVF within either the Human Relations Culture or the Open 
Systems Culture would appear to respond better to environmental forces, resulting in 
innovative and growth strategies. They are comfortable with change and display 
(generally) less resistance to that change. These values are useful for developing 
fundraising and being successful because of the external focus and responding with 
innovation. Organisations that are fixated on Internal Process Culture and Rational 
Goal Culture without responding with flexibility are likely to be less successful in 
fundraising than others because more flexibility is needed for development. These 
cultures often require a longer timeframe for change and there is a fear of loss of 
control. Trying to accommodate a longer timeframe for change within the fundraising 
context can relate to loss of opportunity. 
The CVF has direct relevance to this thesis because it helps the understanding of 
how fundraising effectiveness is developed in nonprofits. Organisations that have a 
Rational Goal Culture implement strategic management practices with a view to 
achieving profit, productivity and efficiency. Implementing strategic planning and 
goal setting is congruent with organisations setting strategic objectives, with 
fundraising being included in this total organisation activity. The Open Systems 
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Culture allows for innovation and growth, flexibility and readiness – all valuable assets 
for developing fundraising that needs to change and develop. Nonprofits aiming for 
fundraising effectiveness need to respond to their external environment to survive and 
thrive in a competitive marketplace. It appears that a combination of the Open Systems 
Culture and the Rational Goal Culture would set a basis for successful and effective 
fundraising. Also, a combination of control and flexibility within these two quadrants 
could set the standard as having defined objectives and goals with the flexibility to 
achieve those goals. 
Three studies report on organisation culture and organisational effectiveness. 
Firstly, Jaskyte (2004) reported on an exploratory study of leadership, organisational 
culture, and organisational innovativeness in a sample of nonprofit human service 
organisations. Jaskyte discussed the difficulties around changing culture, discussing 
how difficult it was to change the culture in an organisation. However, if a culture that 
fosters innovation was developed, nonprofit managers could help organisations be 
more responsive to changes in the external environment and become more effective 
(Jaskyte, 2004, p. 164). Jaskyte suggested that it was critical that nonprofit managers 
actually understood the culture of their organisation, trying to develop values and 
practices that were supportive of innovation (p. 164). This is an important conclusion 
relating to fundraising because the practice of fundraising requires responding to a 
changing environment, becoming innovative. As such, developing a culture that 
supports this environment could be a major factor in developing fundraising 
effectiveness.  
Next, Hatch and Schultz (1997) wrote about the relationship between 
organisational culture, identity and image, and stated “that because managers are 
participants in, and symbols of, their organisational cultures, their ability to manage 
organisational identity is both enabled and constrained by their culture context”(p. 
363). Managers become the symbols of the organisational culture when they 
communicate the strategy and vision of the organisation. Therefore, there are 
implications for management and leaders of charitable organisations relating to culture 
and the effectiveness of the organisations they lead. They can determine and 
communicate the culture. Hatch and Schultz concluded that culture “forms the context 
within which identity is established, maintained and changed and corporate attempts 
to manipulate and use it are interpreted, assessed and ultimately accepted, altered or 
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rejected” (p. 363). This indicates that there is an opportunity for managers to lead and 
communicate innovation in organisations that could lead to fundraising effectiveness. 
If they can understand and communicate fundraising and fundraising development the 
organisation can develop a culture that is more responsive, open to opportunity and, 
with a knowledgeable fundraising leader, develop fundraising success. 
Finally, Denison and Mishra (1995) referred to a model of organisational culture 
and effectiveness based on four traits of organisational culture: involvement, 
consistency, adaptability and mission. These traits were examined through two linked 
studies. The first involved qualitative case studies of five organisations used to identify 
the traits and nature of their linkage to effectiveness and the second, a quantitative 
study, provided an analysis of CEO perceptions of the four traits and their relation to 
measures of effectiveness in a sample of 764 organisations (Denison & Mishra, 1995, 
p. 204). While referring to some limitations of their research, Denison and Mishra 
report not only that culture could have an impact on effectiveness but organisational 
culture has an important influence on effectiveness (p. 220). If culture can influence 
impact and result in organisational effectiveness it is important that organisations 
establish an innovative culture to support fundraising effectiveness. 
The possible role of organisational culture has received little attention in the 
literature in relation to fundraising success and this study will be useful for determining 
what type of culture supports successful fundraising resulting in fundraising 
effectiveness by seeking the views of participants. The CVF is a tool for analysing 
organisational culture and determining the type of culture that best supports 
fundraising effectiveness. It brings opportunity to evaluate which quadrants relate 
more to the case organisations in this study. Effective organisations respond to the 
external environment by being innovative and innovation is required for fundraising. 
Managers have the opportunity to communicate a responsive and innovative culture, 
representing the desired culture for innovativeness, and helping the organisation 
achieve fundraising effectiveness. Culture is discussed in the next section again, but in 
relation to philanthropy. 
2.5.6 Culture and philanthropy 
Culture in organisations is generally understood but culture and philanthropy is 
less understood. The literature discussing culture and philanthropy is reviewed as the 
next intraorganisational factor. 
 64  
Bell and Cornelius (2013) referred to the culture of philanthropy, stating that this 
culture was not well understood or commonly used across the sector (p. 3). While there 
are theoretical suggestions of what culture actually means in an organisation how this 
relates to organisational philanthropic effectiveness is still unknown. Bell and 
Cornelius refer to the culture of philanthropy as being values and practices of the 
organisation that support and nurture development (or fundraising) inside a nonprofit 
organisation. While Hatch and Schultz (1997) refer to the leaders of the organisation 
as symbolising and determining the culture, Bell and Cornelius go a step further in 
stating that a philanthropic culture involves more than these people in charitable 
organisations. Their study suggested that this culture of philanthropy is promoted and 
demonstrated by everyone in the organisation and not just the leaders of the 
organisation. The study asserted that most people in the organisation, in every position, 
act as ambassadors and engage in relationship-building, promoting philanthropy and 
articulating a case for giving; that is, why people should donate to the organisation. 
Fund development, or fundraising, is viewed and valued as a mission-aligned program 
of the organisation. Additionally, systems of the organisation are established to support 
donors, and the executive director, or leader of the organisation, is committed and 
personally involved in fundraising (Bell & Cornelius, 2013, p. 17). 
Sprinkel Grace (2005) refers to creating a culture of philanthropy through 
stewardship, which is acknowledging the connection a donor has with an organisation 
and working in ways to continue that relationship. Sprinkel Grace described the culture 
of philanthropy as everyone understanding that development, or fundraising, is a 
process that is based on relationships and “they can be participants in building strong 
relationships that lead to increased resources” (p. 155), adding that stewardship is a 
critical practice in creating that culture of philanthropy. The very fact that culture needs 
to be created demonstrates that this culture of philanthropy requires instigating and 
nurturing from the positive actions of everyone in the organisation (Sprinkel Grace, 
2005, p. 155). 
Mallabone and Balmer (2010) endorse this concept of the need to develop a 
philanthropic culture that permeates the entire organisation (p. 96). The tool that 
Mallabone and Balmer developed focuses on fundraising culture (p. 38) which is akin 
to a culture of philanthropy. The tool bases is best practice statements on words 
describing engagement, for example informs, builds relationships, involves, 
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understands and participates. Once again, leaders, staff, volunteers, in fact the whole 
constituency, is included in supporting the fundraising culture.  
Findings from The Association for Healthcare Philanthropy (AHP) study 
(2014a) provide further insight here.  The study used quantitative and qualitative 
methodology and involved twelve US organisations, chosen because of their ability to 
sustain high performance in challenging times, all continually reaching a net of US$7.2 
million or above.  Organisations were questioned on what kept their sustained high 
fundraising performance year after year under poor economic conditions and changing 
criteria.  The findings revealed that having the right people, using best practice and a 
focus on major gifts continually achieved high performance.  The team of people 
worked under sound management with a developed and solid strategic plan, typically 
with an outlook of five years or longer.  These factors combine to develop a culture of 
philanthropy combined with the total engagement of internal and external constituents. 
Organisations determine their own culture and those coming into that culture 
will fit, learn to fit or not fit in all at. Sometimes the culture of an organisation can be 
its downfall, because it can prevent outward looking approaches and innovative 
improvement to work practices and outcomes. Culture is determined by the leaders of 
the organisation and filters down through the hierarchy. Changing the culture of an 
organisation is often a slow process and difficult to manage, especially if people who 
have adapted to the former culture actively fight change, disrupt the change process 
and inhibit development of the organisation. Relating culture and performance may 
provide a key to guide organisations. This study assesses views on culture and culture 
and philanthropy and determines if and how organisational culture has an effect on 
fundraising and influences fundraising success. The literature endorses the fact that 
everyone in the organisation – not just the leaders of the organisation – plays a part in 
developing a culture of and for philanthropy. Everyone in the organisation can build 
relationships with donors and should be able to articulate why donors should support 
the organisation. The extent that culture and philanthropy affects fundraising 
effectiveness is not revealed through the literature; however, this study will contribute 
to this thinking. 
2.5.7 Infrastructure, resourcing fundraising and fundraising cost ratio 
The next intraorganisational factor to be reviewed relates to infrastructure, 
resourcing and views on the fundraising cost ratio. Infrastructure is the basic physical 
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and organisational structure and facilities needed for the operation of fundraising, 
whereas resources is a supply of money, materials and staff that can be drawn on in 
order to function effectively. For fundraising to develop both are needed. Fundraising 
also contributes to the infrastructure and resourcing of its organisation. Building a solid 
and reliable infrastructure in nonprofits and appropriately resourcing all areas of the 
organisation is often a challenge for charitable organisations. The literature firstly 
discusses fundraising in the context of the whole organisation, its needs as well as its 
contribution towards organisational infrastructure. The literature explains that strong 
fundraising supports the organisation’s infrastructure and results in organisational 
growth; however, fundraising itself needs to be resourced. Foster et al. (2009) found 
that fundraising success is related to the organisational funding model (see Table 
2.5). Each of the organisations in the study grew by pursuing specific sources of 
funding, often concentrating on one particular source of funds that was a good match 
to support their particular type of work and was aligned to the mission and 
organisational objectives. The elements of a robust infrastructure include sturdy 
information technology systems, financial systems, skills training, facilities and other 
essential overheads. Organisations that provide a robust infrastructure are more likely 
to succeed than those that do not (Gregory & Howard 2009, p. 49). A challenge within 
the infrastructure, however, can be the organisation’s business processes, system 
inefficiencies and the lack of investment for fundraising programs and resources 
(Burk, 2003).  
A recent study conducted in US and Canada by AHP (2014b) provides additional 
insight into optimal investment in resourcing fundraising for high returns.  Data was 
used from organisational fundraising performance data from two AHP FY 2012 
surveys – the AHP Report on Giving and the AHP Performance Benchmarking Service 
– for a total of 380 surveys. The large sample (335 surveys) of the AHP Report on 
Giving combined with the more in-depth smaller subset (45 surveys) of the 
Performance Benchmarking Service provided data for this study.   Findings from the 
study (AHP, 2014b) indicated that budget allocation in the following areas maximises 
return: the addition of more professional fundraising staff, highly focused major gift 
programming, professional tenure and compensation and employee retention of five 
or more years. The study also found that consistent increases in bottom-line returns are 
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closely correlated with the addition of more professional staff, sustained emphasis on 
major giving activities, higher salary budgets, and longer tenure support of its mission. 
Providing sufficient resources to support fundraising programs is often a 
controversial matter. As in all enterprises, investment for maintenance and growth is 
required. However, society makes judgements on charitable organisations in regard to 
administration costs which in reality are resources that the organisation provides to 
support the program. Administration costs are often thought of as a barometer of 
efficiency of an organisation and those that have low administration costs are thought 
to be more efficient, as ‘more of the dollar goes to the cause’. However, Sargeant and 
Jay (2004) discussed an additional element, the fundraising cost ratio, which is the 
efficiency of fundraising activities compared with performance. This is another 
consideration for resourcing fundraising and the fundraising cost ratio is affected by a 
number of factors: the size of the organisation and the economies of scale in 
fundraising activities that make it cheaper for larger organisations to raise funds than 
smaller organisations (Sargeant & Jay, 2004, p. 305). Other influences on the 
fundraising cost ratio can be the nature of the cause, the degree of public interest and 
the engagement with the community which usually provide a greater response 
resulting in more income. If more income is received expenses are minimised, 
achieving a higher return on investment. Finally, the age and experience of nonprofits 
will affect productivity and efficiency. Nonprofits find that it takes time to establish a 
reasonable pattern of performance and also to refine new fundraising methods 
according to the policies and practices of the organisation. New activities require more 
establishment time and an increased investment – with more expenses required 
(Sargeant & Jay, 2004, p. 305). 
Infrastructure and resources are important supports to all parts of the 
organisation including fundraising and development. Where fundraising is one 
element in the funding strategy sufficient resources and infrastructure should be 
provided by the organisation; those organisations that do so are more successful at 
fundraising. Despite community views on the fundraising cost ratio organisations still 
need to provide sufficient resources to grow fundraising even if this ratio is seemingly 
unacceptable to the community. In time, as fundraising grows ratios should improve. 
This thesis will reveal the views of participants in relation to infrastructure and 
the degree of resourcing that is required for successful fundraising.  
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 The final section in this chapter summarises theories and models and 
establishes the process to develop an appropriate theoretical framework for fundraising 
effectiveness. 
2.6 DEVELOPMENT OF A THEORETICAL FRAMEWORK 
There are very limited studies that currently guide fundraising effectiveness and 
there is certainly a major gap in terms of holistic models that can inform Fundraising 
Effectiveness Theory.  
Two key studies provide guidance as to what is known about fundraising 
effectiveness and they both indicate that an organisation’s leadership itself is 
responsible. Scaife et al. (2013) concluded that CEOs were overwhelmingly 
recognised as their organisation’s fundraising champions and the most significant 
benefit of having fundraising expertise at CEO and Board levels was strategic direction 
and oversight (p. iii). The US study by Bell and Cornelius (2013) concluded that 
fundraising is a shared responsibility – for the Board, the executive director and the 
staff alike (p. 2). Therefore, we know that fundraising success is the prime 
responsibility of the leadership of the organisation and not just individual fundraising 
staff. We also know that setting a culture for philanthropy is a vital requirement (Bell 
& Cornelius, 2013). Additionally, ACOSS (2005) identified that strong organisational 
support and commitment of resources for fundraising was necessary to be successful 
(p. 45).  
While these studies provide some guidance the elements of and evidence for 
Fundraising Effectiveness Theory are incomplete. The Giving Behaviour Model 
(Sargeant & Woodliffe, 2007) has ‘source’ elements that can apply to effective 
fundraising, but this model mainly applies to individual giving. The Conceptual Model 
of Successful Fundraising (Cohu, 2012) was developed within the education sector but 
was developed with a marketing and brand perspective. Both models lack an 
organisational fundraising focus and the key elements to form Fundraising 
Effectiveness Theory. 
Returning to the Model of the Strategic Management Process (David, 2009), and 
the various models and perspectives it involves, it is beneficial to go back to basics 
and identify the potential extraorganisational and intraorganisational factors that could 
play a role in fundraising effectiveness and inform a model.  
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Subsequently, based on existing literature and Strategic Management 
Perspectives, the following model (see Figure 2.8) has been developed whereby the 
extraorganisational and intraorganisational factors are represented. Intraorganisational 
factors are always considered within the external context and are depicted as such. 
Additional elements will also be explored through the views of study participants. 
Figure 2.8 could depict the result of the study. 
 
   
Figure 2.8: Fundraising effectiveness model 
 
 
Consequently, the following research questions were developed: 
1. How does fundraising assist charitable organisations? 
1a What is the importance of fundraising to the organisation? 
2. How are the organisation structures described? 
2a What are the key relationships? 
3. What strategies are used to drive successful fundraising? 
3a. What resources are required to support these strategies and raise 
funds? 
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4. What are the intraorganisational factors that drive successful and effective 
fundraising? 
4a. Are there underpinning principles applied and what are they? 
5. How does the culture of an organisation relate to fundraising? 
6. What are the intraorganisational and extraorganisational barriers to 
successful fundraising? 
6a. What changes are required to increase results? 
2.7 CHAPTER SUMMARY 
The purpose of this literature review was not to discuss the positives and negatives of 
management practice or models necessarily, but rather to explore views in the 
literature about the implications of nonprofit management practice for fundraising 
effectiveness in Australia. A review of the literature revealed a research gap in 
relation to the research problem of: 
What are the organisational factors that drive fundraising effectiveness? Sub-
questions: 
1a  What structures are used to support successful fundraising? 
1b  What are the barriers that hinder fundraising effectiveness? 
 
Literature discussed in this review emerged from a variety of sources. A number 
of government-initiated studies into the nonprofit sector were assessed, various 
fundraising practice texts were reviewed and primarily peer-reviewed publications 
were examined for their ability to shed light on the research problem and provide other 
insights to contributing factors for consideration. Of particular note was the 
Productivity Commission: Contribution of the Not-for-Profit Sector (Productivity 
Commission, 2010), Giving Australia: Research on Philanthropy in Australia 
(ACOSS, 2005), the works of Adrian Sargeant (1999, 2009), and more recently Who’s 
asking for what? Fundraising and leadership in Australian nonprofits (Scaife et al., 
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2013) and Underdeveloped: A National Study of Challenges Facing Nonprofit 
Fundraising (Bell & Cornelius, 2013). There is emerging literature but this is across a 
broad range of topics relating to donor motivations, organisational development and 
challenges experienced by nonprofits, rather than theoretical and practical solutions.  
This study seeks to shed light on fundraising effectiveness and develop theory. 
Chapter three discusses the research approach that was taken to develop steps in order 
to reveal this theory. 
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Chapter 3: Research Design 
3.1 CHAPTER OVERVIEW 
Chapter One introduced this thesis and indicated its progression from the topic 
background and research problem to an overview of the methodology and significance 
of the research. Chapter Two discussed pertinent literature relating to the study, 
introduced theoretical frameworks and established the research gap where this study 
relates. Chapter Three rationalises the research approach, explains in detail the 
methodology that was applied and clarifies the research design. A discussion of the 
validity of the research approach ensues and how this approach has been recommended 
by other researchers and is an appropriate ‘fit’ for examination. This important chapter 
lays bare the basics that underpin the study, describing its participants and reasons for 
their selection, the instruments that were used to collect data and how they were used. 
Alternate methods for data collection and analysis are contrasted to those used in the 
study, resulting in an appropriate method of research. The timeline as to how the study 
proceeded is provided, leading into the analysis of the data. Finally, ethical 
considerations are indicated, outlining confidentiality and security issues as well as the 
protocols that were employed.  
3.2 THE RESEARCH APPROACH 
The research context for the study is the nonprofit sector where there is a 
proliferation of charities, many succeeding with fundraising practice while others are 
struggling. Leaders within this sector are challenged by sustainability and resourcing, 
responding to the market and forming a suitable structure. The context was narrowed 
further to the health sector, one that contributes substantially to the economy and from 
where plentiful participant organisations can be recruited.  
The study explored success factors and their underpinning principles within the 
health sector, determining the relationships, structures, culture and other aspects that 
support successful fundraising practice and drive effective fundraising. The underlying 
aim was to identify success factors that charitable organisations could consider 
implementing to help drive successful fundraising. An exploratory qualitative study 
approach was adopted using purposeful sampling with semi-structured, in-depth 
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interviews. This method provides useful empirical evidence in the health sector that 
the charitable sector in Australia and globally could build upon. 
3.3 METHODOLOGY AND RESEARCH DESIGN 
3.3.1 Qualitative methodology 
A qualitative research design was employed. Qualitative research is an 
appropriate method of research as it allows more in-depth information to be obtained 
and analysed and also allows for more flexibility in data collection. Hesse-Biber and 
Leavy (2006, p. 4) referred to qualitative research as an intellectual, creative and 
rigorous craft that the practitioner not only learns but also develops. This type of 
qualitative study allows for the collection of a large amount of data that would not 
have been possible through limited questionnaires or other types of quantitative 
studies. Successful fundraising has limited empirical research and data have mainly 
emerged from government-supported research reports and quantitative research 
focused on campaigns rather than organisations. The aim of this study is not to 
generalise; however, there may be an indication for a quantitative study to test the 
emerging themes and determine the transferability of the results. 
Cavana, Delahaye and Sekaran (2001) identified six basic aspects of research 
design: the purpose of the study, the types of investigation, the extent of researcher 
interference, the study setting, the unit of analysis and the time horizon of the study 
which have been developed from the problem statement. Other aspects involve data 
collection methods, sampling design and data analysis. All these aspects have been 
addressed in this chapter. 
3.3.2 Research paradigm 
Guba and Lincoln (2005) refer to Positivism and Post-modernism as being at 
opposite ends of the continuum of research methodology. These different ways of 
thinking and investigating knowledge help determine the paradigm from which the 
researcher will determine the type of study and in turn develop the appropriate research 
methodology. Fleetwood (2005) stresses the need for correct and clear ontology and 
that ontological ambiguity can result, indicated by lack of clarity, imprecision, 
conceptual slippage and confusion. Before research design can be contemplated and 
planned the research objective must be determined and clarity about purpose and 
ontology should be achieved. This investigation into the organisational factors that 
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drive fundraising effectiveness fits into the Post-modernism paradigm and is 
exploratory in nature. The research questions progressively respond to the study topic 
in an attempt to build an understanding of the phenomena.  
3.3.3 Research problem 
This thesis seeks to explore organisational factors that drive fundraising 
effectiveness in Australian health charities and in particular how influential in this 
effectiveness are the structural platforms on which fundraising sits. This research 
addresses the problem that successful public fundraising is difficult to achieve and 
charities do not have recognised, empirically-based guidance as to how to set up and 
maintain successful fundraising programs. Nor are there any proven indicators as to 
the best platforms and infrastructure on which to base successful fundraising programs 
and to commit scarce organisation resources, because of internal conflicting funding 
priorities. In essence, charities need help in raising more funds, enabling them to fulfil 
their mission and meet their organisational goals. This challenge is best tackled by 
investigating those organisations that are successful at doing this and that have 
maintained their success. The goal is to draw a theory base from this data. There is a 
need to extend classic, multi-disciplinary theory such as Strategic Management Theory 
and Perspectives to add to the understanding and practice of fundraising. Only then 
will it progress beyond the current focus that is mainly on practitioner knowledge. 
This study investigates the link between charitable organisations, their 
management structures and their fundraising success. The issue of organisation 
structures and the link with fundraising has been raised (Sargeant & Jay, 2002) but not 
been resolved. While there is limited empirical research into the charitable sector 
relating to fundraising globally there is no specific empirical research comparing 
organisation structures and fundraising performance that identifies organisational 
factors that could assist organisations. As such this study will make a significant 
contribution to professional fundraising practice and the nonprofit sector as a whole. 
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3.3.4 Research setting 
The study sought to learn from the experiences and perceptions of respondents 
in natural settings from their realities, and interpret these insights so others could take 
heed and learn. It was anticipated that there would be a degree of observation that 
would occur simultaneously when conducting the interviews. As interviews took place 
interviewees reflected on their organisations, the development that had taken place, 
the further development that is required and many consulted documentation when 
illustrating their points. Unfortunately not all interviews were undertaken in person 
because of distance, therefore opportunity for observation in the study was minimised. 
The study was expected to be conducted over a three-month period with 
extended time available if required. Because CI was used further time was anticipated 
to conduct additional interviews to ascertain views on issues that arose. As identified 
by Dick (1990), CI further enhanced the responses in the study by allowing the 
discovery of major issues that respondents were asked to agree or disagree with. 
3.4 CONVERGENT INTERVIEWING 
CI is a series of in-depth interviews with experts that allow the researcher to 
refine the questions after each interview and to converge on the issues in a topic area 
(Dick, 1990; Carson, Gilmore, Gronhaug & Perry, 2001). CI has the ability to 
progressively define issues and determine agreement or disagreement with reasons for 
that choice. It was used in this study because it enabled further exploration of the 
research problem that would have been difficult to uncover otherwise.  
CI is an in-depth interview technique with a structured data analysis process – a 
technique used to collect, analyse and interpret qualitative information about a 
person’s knowledge, opinions, experiences, attitudes and beliefs, using a number of 
interviews which converge on important issues (Dick, 1990). That process in itself is 
very structured but the content of each interview only gradually becomes more 
structured to allow flexible exploration of the subject matter without determining the 
answers. In this process more is learned about the issues involved (Dick, 1990).  
CI offers three main strengths. First, CI is useful for the exploration of areas 
lacking an established theoretical base (Dick, 1990). The method allows for research 
issues to be refined throughout the course of the interviews, resulting in the 
consolidation of the existing body of knowledge and a more precisely defined research 
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problem. Second, it provides a flexible instrument to allow all issues related to the 
research problem to be identified and explored (Rao & Perry, 2003). The final strength 
of CI is that the subjectivity inherent in qualitative data is largely overcome by the 
interviewer attempting to always explain answers after each interview. The subjective 
data is refined through the use of convergence and adds objective methods of refining 
the subjective data. CI may not be sufficient on its own to provide results that can be 
generalised but it certainly provides a basis for further investigation through 
quantitative research or focus groups. As Rao and Perry (2003) state, on balance, the 
strengths of CI largely outweigh its limitations.  
Probe questions about important information are developed after each interview 
so that agreements and disagreements among the interviewees are examined in the next 
interview. Interviews should also converge on the key priority issues using a 
continuous and iterative refinement of method and content (Carson et al., 2001). The 
interviews cease when stability is reached and when agreement among interviewees is 
achieved and disagreement among them is explained on all the issues (Rao & Perry, 
2003). Interviewers collect data, and compare and contrast interviews continually to 
develop additional interview prompts for subsequent interviews and then analyse the 
data thematically in more or less depth depending on the purpose of the interviews 
(Carson et al., 2001; Dick, 1990; Rao & Perry, 2003). Although CI is an interviewing 
technique it is also a methodological approach to qualitative research according to 
Driedger, Gallois, Sanders and Santesso (2006). 
CI involves the use of a research instrument that specifically offers the researcher 
or consultant enhanced flexibility to aid the understanding of complex situations 
(Lewis & Williams, 2005). To aid with the recording of information, Driedger et al. 
(2006, p. 1149) suggested using a table as follows: 
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Table 3.1: Typical table for use with convergent interviewing 
Interviewee Issue 1 Issue 2 Issue 3 Issue 4 Issue 5 Issue 6 Issue 7 
A Yes Yes - - - - - 
B Agree Disagree Yes Yes - - - 
C Agree Disagree Agree Agree Yes Yes  
D Agree Disagree Agree Agree Agree - Yes 
E Agree Agree Agree Disagree Agree Agree Agree 
 
There are limitations of this instrument. To guard against bias (that is often 
attributed to qualitative methods) the interviewer needs to be not only skilful and 
experienced but also have sufficient knowledge about the subject matter to assist with 
data analysis and converging on pertinent issues (Rao & Perry, 2003). In preparation 
for this study the researcher developed a wide range of knowledge of the study area 
and made ready for instances where probing for further information would be 
appropriate. Although it is recommended that more than one interviewer participates 
in the research to prevent bias this study did not allow for that to occur. Finally, CI 
may affect the validity of the research because it is not sufficient on its own to provide 
results that can be generalised to the wider population. However, the aim of this study 
is to build a theory for later testing and not to be an end in itself.  
Rao and Perry (2003) discuss and illustrate the processes and strengths of CI to 
investigate under-researched areas and compare it to alternative qualitative research 
techniques, such as in-depth interviewing, which is pertinent in this study. They argue 
that CI is more appropriate where there are few experts because it provides a way of 
quickly converging on key issues in the area. This is pertinent to this study because of 
the limited number of substantially successful charities. This study sought to use CI to 
investigate the under-researched charity sector and establish the principles successful 
charities use, the resources required and the leadership factors that all contribute to 
that success.  
The CI process lengthened the study period, but was well worth the time taken 
to reveal vital information. This process resulted in the consolidation of the existing 
body of knowledge and more precisely defined the research problem.  
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3.5 VALIDITY OF THE APPROACH 
Thomas (2006) refers to a variety of criteria for evaluating qualitative research. 
Terms such as credibility, transferability, dependability and conformability are applied 
to qualitative research (Thomas, 2006, p. 137). These aspects were considered in this 
study and the validity of the results have been determined and explained in Chapter 
Five. Yin (2003) refers to analytical generalisability and the ability for the research to 
be replicated. Kvale (1996) also refers to this aspect as ‘naturalistic generalisation’.  
Edmondson and McManus (2007) refer to a number of Methodological Fit 
indicators from the availability of prior literature and theoretical basis and how 
researchers determine their research design. They refer to the testing of hypotheses and 
the use of a qualitative design that allows for openness to unexpected insights from the 
data. Four key elements of a Field Research Project are identified as the research 
question, prior work, research design and contribution to literature. The descriptors of 
these elements were considered for this study, determining that all of them would 
contribute to the fit being adequate for the methodology.  
This chapter indicates the progression of the research and indicates how the 
research could be replicated. Chapter Five indicates further research that could be 
considered as a result of the findings of this study. Marshall and Rossman (2006) refer 
to tactics for achieving soundness and mention a number of critical examinations of 
the research design that should be considered. These issues were considered; hence, 
requesting comments from peers was a valuable exercise to gain confirmation of the 
elements of this research design and consequently the results of the study. 
3.6 PARTICIPANTS AND SAMPLE 
As mentioned earlier, the health sector was chosen as a sizable source of 
organisational and individual participants for the study. The charity community is quite 
large and there were numerous organisations that could have been consulted. ACOSS 
(2005) identified recipient giving as being used in a number of different fields, the 
health sector being a major player. Health was the second highest recipient of giving, 
being 14.2% of $5.7 billion of total giving (ACOSS, 2005, p. 22), and participants 
were easily identified and plentiful. 
A purposeful or judgement sample was used focusing on the health sector, 
chosen because of its size, depth of services and often existence in regional areas. The 
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study was to involve up to 20 semi-structured, in-depth interviews of elites, conducted 
for approximately 45–60 minutes each. There was the ability to increase the sample 
size if the study indicated the need. This did eventuate due to the inclusion of 
representation from a wider geographical area than first envisaged. Websites, 
including GiveWell, Everyday Hero, Pro Bono Australia, and Annual Reports of a 
number of organisations were consulted to locate possible participants. Organisations 
were also checked as to whether they were participants in formal benchmarking as this 
could have been an indication of their willingness to share their views. Publicly 
available information, including industry publications, were accessed to gain insight, 
understanding and financial knowledge about organisations to consider their 
involvement. The most desirable participants were those who had a favourable 
reputation amongst their peers, were recognised in various nonprofit award programs, 
including FIA, Australian Business Awards, and the Fundraising and Philanthropy 
magazine, and who had enjoyed longevity of successful operation. It was critical that 
all possible organisations were endorsed as Deductible Gift Recipients (DGR) through 
the Australian Tax Office so that they were legally entitled to accept donations and 
provide a tax deductible receipt. It was necessary to recruit organisations that 
conducted fundraising activities totalling a turnover of at least $1million annually, 
consecutively for at least three years, to ensure more experienced organisations were 
included. Recognition by peers was important because those working in the sector had 
additional and often working knowledge of organisations that were successful with 
fundraising. 
The interviewees, or elites, were CEOs and senior Fundraisers in well-known 
and lesser-known charities with established fundraising practices, operational for at 
least three years, many having operated for decades. As Marshall and Rossman (2006) 
indicated elites will be influential, well-informed and selected for their expertise. 
Valuable information was gained from these respondents because of the positions they 
held, their overall view of their organisation, often longevity in the organisation and 
unique insight. Pilot interviews were conducted to test the design of the interview 
guide, wording and sequence of questions, and length of interview time required. 
Intense evaluation was conducted regarding possible participants because it was 
critical to be true to the sample requirements. CEOs were consulted first regarding 
their participation. Fundraisers were only then considered if their expertise was 
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recognised by their peers and the organisation was well-known for its fundraising 
success. As overall leaders of their organisations CEOs had a unique perspective of 
their organisation. However, if their participation was inhibited the Fundraiser was 
considered as the next suitable candidate. As Chapter Four highlights, the results of 
the study indicate that the input of Fundraisers was invaluable and provided a different, 
complementary and unique insight into the successful fundraising world. Most 
Fundraisers that were approached appeared to understand the constructs of the research 
easily and were keen to be involved. Prior to interview the researcher reviewed 
information about each organisation to become familiar with the organisation and 
fundraising structure and the degree and type of fundraising conducted. As interviews 
progressed CEOs and Fundraisers were consulted for suggestions of additional 
participants. Personal interaction and sector knowledge appeared to be the basis for 
recommendations. Many interviewees recommended the same participants and those 
were pursued for involvement in the study. Some study participants were repeatedly 
recommended, endorsing their choice. Therefore, peer recommendations, plus access 
to individuals as well as geographic spread were the criteria for inclusion. 
 Consequently, 23 organisations were consulted with 20 CEOs and 10 
Fundraisers participating from most states within Australia as depicted in Table 3.2. 
All interviewees were invited to participate in the study and provide their consent (see 
Appendix 1). Organisations were selected from a wide geographic base; however, 
Victoria, New South Wales and Queensland were the main contributors. It was 
important to involve participants from Western Australia and South Australia so that 
a fair geographic representation was achieved, recognising that fundraising practice 
was successful in those states just as in others. Twenty two interviews were conducted 
in person, while eight interviews were conducted using telephone because of distance 
and the inability to arrange personal interviews. All second interviews were conducted 
via telephone. All interviews were electronically recorded with the permission of 
respondents. 
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Table 3.2: Positions and locations of respondents and organisations 
Position of 
respondent/s 
NSW VIC QLD SA WA Total 
CEO 8 3 7 1 1 20 
Fundraiser 4 5 1 0 0 10 
No. interviews      30 
Organisations 
      
No. organisations 
represented 
8 7 6  1 1 23 
CEO & 
Fundraiser from 
same organisation 
2 2 1 0 0 5 
 
Some study participants were recruited as representing particular organisations 
while others were approached because of their personal track record in working with 
successful organisations. Some respondents were in a ‘building’ phase with their 
organisation but their prior knowledge and their adaptation of that knowledge to their 
current situation was invaluable. Consequently, respondents reflected not only on their 
current experience but revealed their accumulated knowledge and learnings. 
Individuals were recruited according to their status within the organisation, that 
being the CEO or the Fundraiser (leader of fundraising). However, a major factor with 
the choice of participants was whether they had suitable knowledge and were willing 
to share that knowledge, considering their successful track record with fundraising. 
Recruitment took some time because of time restraints or overseas commitments of 
some participants. Because of non-availability, some CEOs deferred the interview to 
their Fundraisers. In five organisations both CEOs and Fundraisers were interviewed 
to take into account the additional insight and experience as well as track record.  
3.7 INSTRUMENTS AND DATA COLLECTION 
A pilot test with two people was conducted via telephone to test the interview 
guide. Initially slightly different interview guides for CEOs and Fundraisers were 
developed because some questions did not seem entirely relevant to Fundraisers, but 
after testing this was found to be unnecessary. The pilot test involved one CEO and 
one Fundraiser with interviews being conducted via telephone. Minor adjustments 
were made with some questions being modified to minimise ambiguity and a question 
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was added to seek additional information (see Appendix 2 for a sample interview 
guide). Interviews for the study were planned according to participant availability and 
geographic ease for travel. As issues arose during the interview process, and CI was 
activated, a list of 15 issues was checked with each participant sequentially to gauge 
their agreement or disagreement with them and their associated reasons.  
Once informed consent from participants was received the interviews were 
conducted in venues where confidentiality was ensured, either in the participant’s 
office or in a boardroom setting. Offers of coffee shop interviews were rejected 
because of a lack of confidentiality and noise factors. With participants’ permission all 
interviews were electronically recorded, with files kept securely until transcription was 
complete. A recording device was used to ensure complete capture of information as 
well as allowing the interviewer the ability to probe participants further. Additionally, 
the recording of interviews allowed for easier reviewing that would enable better 
analysis. The interviews were transcribed by both the researcher and a transcription 
service, Digital Transcripts. Extreme care was taken to transcribe information 
accurately (Marshall & Rossman, 2006). Transcription notes were checked and files 
were kept securely and confidentially during analysis. Ethical considerations were 
always considered and documented formally according to the guidelines. All related 
files have now been deleted.  
The interview guide was organised into five sections focussing on: organisation 
structure, strategies to raise funds, successful raising of funds, culture and fundraising 
practice. Responses from these sections were later reorganised into the sections 
outlined in Chapter Four. Some CEOs were more at ease with some sections, 
responding accordingly, while Fundraisers were confident answering in most areas. 
The opening question of ‘Tell me briefly how fundraising assists your organisation’ 
helped to put participants at ease as they communicated the story of their organisation 
and its growth. This set the tone for the whole interview. The questions were crafted 
in such a way so as not to introduce researcher bias and to allow respondents the ability 
to consider any ‘Internal and External Perspectives’, as mentioned in the conceptual 
model that Menguc, Auh and Ozanne (2010) developed and tested. The style of in-
depth interview allowed the researcher and participants to discuss deeper issues and 
give views other than those identified in the questions. To gain the most valuable 
information from some respondents, questions were broadened to gain information not 
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just from their current situation but to capture what they had learnt from other 
organisations. 
Most questions were well received and gleaned rich information. Using open-
ended questions enabled more information to be obtained, as opposed to using closed 
questions or responding to a set number of given answers. On reflection, the researcher 
now considers that there may have been too many questions and sub-questions, 
impacting on the time available for interviews and possibly diverting attention from 
the main purpose of the study. The concluding questions, requesting ‘the one thing 
imperative to fundraising success’ and asking for recommendations for other 
organisations, proved to be invaluable and have since formed the basis of 
dissemination from the study’s learnings, with these areas proving to be of the most 
interest to fundraising practitioners. The supplementary question around planning 
processes proved to be unnecessary and was answered in earlier questions. In view of 
this, the question was omitted from most interviews and has not affected the study’s 
findings. Questions around resourcing were too numerous and requesting more details 
did not add value. One sub-question proved to be too difficult to answer for most 
participants; this is discussed in Chapter Four. 
3.8 PROCEDURE AND TIMELINE 
Interviews were conducted within a five-month period. This was extended from 
three months to allow for second interviews to consult early interviewees on all issues 
that arose through the CI process. Most interviewees were delighted to provide positive 
insights but cautious about negative criticism of their organisation. The opening 
question ‘Tell me briefly how fundraising assists your organisation’ provided 
unforseen insights into charitable organisations and the contribution of fundraising and 
developed into an important section of the study.  During the first three months in-
depth interviews were planned and conducted in Brisbane, Sydney and Melbourne in 
person and via telephone. The last interviews were conducted by telephone with 
participants from South Australia and Western Australia. The length of interviews 
differed because of the availability of participants, varying from 30–90 minutes. 
Because of the time constraints of some CEOs some minor questions were omitted in 
favour of other questions, particularly where Fundraisers from the same organisation 
were being interviewed, and that information could be gained from the Fundraiser. The 
second interview phase involved 14 participants and all interviews were conducted via 
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telephone. Consequently, all 15 issues were canvassed with all participants with 
interviews varying from 10–30 minutes, depending on where participants were in the 
timeline of first interviews. 
 All interviewees were widely experienced and most organisations had enjoyed 
fundraising success for a substantial period of time. Many CEOs had prior fundraising 
experience and applied those learnings to their CEO leadership skills in relation to 
fundraising matters. Because of their prior experience their knowledge of fundraising 
was self-accumulated and not totally reliant on that of the organisation’s Fundraiser. 
All CEOs not only understood fundraising but were actively involved in it. This was 
an important finding and is discussed in Chapter Four. All Fundraisers had extensive 
experience and were well regarded by their peers as fundraising practitioners and 
leaders in the sector. Most of the organisations were very well known for their 
fundraising success and additionally for their thought leadership in the sector.  
 Saturation of information from interviewees was closely monitored (Guest, 
Bunce & Johnson, 2006) and only occurred at the final interview. Interviews provided 
the means of gaining specific information but had the flexibility of gaining more in-
depth information that would not have been gained through other means. Vincent and 
Warren (2001) argue that the rationale for the looser format that semi-structured 
interviewing uses is that it allows a respondent to introduce issues that they feel are 
important. This proved to be an important element for this study as this prompted 
further discovery, particularly in relation to the raised issues. Alam (2005) presents a 
systematic process of fieldwork and data collection through in-depth interviews and 
highlights the value of follow-up interviews that proved valuable in this study, in 
particular pertinent quotations were recorded that provided typical insight. 
 Table 3.3 indicates the progression of the interviews, the position of the 
interviewee in the organisation and the interview procedure. Also supplied is the 
resident state of each participant, showing the spread of geography and Australian 
states represented. The last column indicates whether the interviewee participated in a 
second interview, required to gauge views on the issues raised by participants 
throughout the process. It is noted that issues ceased arising almost half way through 
the interviews, allowing the following participants the ability to provide their views on 
all issues without the need for a second interview. While most interviews had been 
arranged to take place in person some circumstances prevented that from happening 
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(e.g. travel overseas, family illness). In those circumstances participants agreed 
unreservedly to take part in the study via telephone. 
Table 3.3: Progression of interviews 
Interview 
number 
Participant 
position 
Interview 
procedure 
Resident state of 
participant 
Second 
interview 
1 CEO Telephone New South Wales Yes 
2 Fundraiser In person Queensland Yes 
3 CEO In person Queensland Yes 
4 CEO In person New South Wales Yes 
5 CEO In person New South Wales Yes 
6 CEO In person Queensland Yes 
7 CEO In person Queensland Yes 
8 Fundraiser In person New South Wales Yes 
9 CEO In person New South Wales Yes 
10 CEO In person New South Wales Yes 
11 CEO In person New South Wales Yes 
12 CEO Telephone New South Wales Yes 
13 Fundraiser In person New South Wales Yes 
14 CEO In person Queensland Yes 
15 CEO In person Queensland No 
16 Fundraiser Telephone New South Wales No 
17 CEO In person Queensland No 
18 CEO In person Queensland No 
19 Fundraiser In person Victoria No 
20 CEO In person Victoria No 
21 CEO In person Victoria No 
22 Fundraiser In person Victoria No 
23 CEO Telephone New South Wales No 
24 Fundraiser In person Victoria No 
25 CEO Telephone Victoria No 
26 Fundraiser In person Victoria No 
27 Fundraiser In person Victoria No 
28 CEO Telephone South Australia No 
29 Fundraiser Telephone New South Wales No 
30 CEO Telephone Western Australia No 
 
3.9 ANALYSIS 
  Data was recorded in a three-step process. All interviews were recorded 
electronically in a confidential environment where noise was reduced for best 
reproduction of the interviews. During the interviews notes were taken by the 
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researcher according to the interview questions, outlining key aspects and emphasising 
quotations. As part of the CI process an issue sheet was developed where the agreement 
or disagreement of issues was recorded with any further reasons and comments. Within 
15 minutes of the interview both sheets were reviewed by the researcher and top-of-
mind themes recorded. After all interviews were transcribed, transcriptions were 
reviewed for accuracy and returned to participants for amendment and approval. Once 
interview transcripts were returned to the researcher responses were categorised under 
each question and under each main theme. On each transcript themes were noted and 
key quotes were highlighted. A summary of participants’ views was developed under 
each question and theme. This process is referred to by Ryan and Bernard (2003, p. 
94) as “pawing, cutting and sorting” where the researcher paws over the data, 
immerses oneself into the data, re-reads and examines the data, then cuts and sorts the 
data under themes, searching for key words, repetitive topics and quotes as well as 
theory-related material. 
 The next phase involved categorising issues and responses to the main themes. 
A thematic analysis involved matching issues with the six main themes. Patterns were 
identified and emerging trends were noted, identifying the six main areas of the study. 
Mason (2007) referred to the construction and presentation of a convincing 
explanation or argument emerging from qualitative data. This is what occurred in the 
data analysis in this study. Themes were easily identifiable and questions fitted easily 
under these themes. The process of agreeing or disagreeing with the 15 issues added 
to the data already categorised and resulted in a rich source of findings. Ryan and 
Bernard (2003, p.88) discussed the quandary of how researchers identify themes. They 
referred to themes coming in all shapes and sizes, as being broad and sweeping 
constructs or more focused and linking specific kinds of expressions. In this study 
expressions were repetitive amongst participants and focused on the themes that were 
identified. Agreeing or disagreeing with the emerging issues also allowed for repetition 
and resulted in participants emphasising important points and easily identifiable 
themes. Missing data is also discussed by Ryan and Bernard (2003) in analysis, not 
only in the context of questions not answered at all but also in the context of answers 
that did not really respond to the question or avoided the question. The researcher was 
careful to monitor responses in this respect. If interview time was limited and questions 
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were omitted or not answered in full there were still sufficient responses to find trends 
and allocate data to appropriate themes.  
  At one stage it was considered useful to compare responses from CEOs and 
Fundraisers from the same organisation and then contrast those results with the whole 
CEO group and the whole Fundraiser group; however, this analysis was discontinued 
as no significant trends were identified. 
 Two levels of information were gained by CEOs and Fundraisers. Fundraisers 
were more technical and process-focused in their approach towards fundraising, 
viewing the organisation as a ‘cause’ or ‘reason’ to fundraise. CEOs predictably came 
from a more overall perspective where fundraising was one (important) business 
function of the organisation. These trends within each type of interviewee were noted 
in the analysis of the issues. 
 Table 3.4 outlines the interview, data collection and analysis procedure that 
was used and allowed the discovery of the findings outlined in the next chapter. 
Table 3.4: Interview, data collection and analysis procedure 
Procedure Researcher activity 
Interviews planned Dates, times, telephone numbers were recorded to enable ease of 
participant contact with time allowed that was indicated by 
participant. 
Questions prioritised (if 
required) 
If limited time, questions were prioritised and highlighted on the 
interview guide. 
Data recorded Interviews conducted with data recorded electronically. 
Comments recorded Summary notes were recorded with each question. Quotes and 
significant points highlighted. 
Agreements and 
disagreements recorded 
Responses recorded with key words, repetitious comments and quotes 
highlighted. 
Data immersion Data was read, re-read, comment sheets reviewed, responses 
compared and quotes contrasted. 
Cutting and sorting Emerging themes were noted, data sorted and moved under each 
theme. 
Themes constructed Data reviewed under each theme. Issue responses reconsidered and 
placed under themes. 
Data summarised All data was considered, summarised and key quotes identified. 
Theory reflections recorded. 
Write-up Findings summarised again and conclusions reached. 
Applying CI methodology added an important dimension to the study. It allowed 
interviewees the opportunity to agree or disagree with issues previously identified by 
other participants. It allowed participants to emphasise aspects previously thought 
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minor by the researcher and presented an opportunity for new thoughts to be brought 
into the study that were canvassed amongst other interviewees, allowing their 
importance to be acknowledged. Issues were raised progressively throughout the study 
with the last one emerging half way through. Table 3.5 lists the issues that were 
identified. The emergence of the 15 issues and participants’ agreement and 
disagreement with them is really the culmination of the study.  
 Table 3.5: Issues identified by respondents 
Issue no. Issue name 
1 The Board needs education to understand fundraising 
2 The Board requires a fundraising professional or someone with fundraising skills 
3 Fundraising is not resourced enough 
4 It is mandatory to employ fundraising professionals 
5 There is a relationship between fundraising and the organisation structure 
6 The Board understands investment in fundraising 
7 The organisation is not resourced enough 
8 The CEO must be involved in fundraising 
9 You should try and engage the whole organisation in fundraising 
10 Marketing is vital to fundraising success 
11 Because there are so many organisations out there, there should be more mergers 
and collaborations 
12 Because there are so many organisations out there, donors are confused as to 
where their money goes 
13 Despite there being so many organisations out there more people should give 
rather than less organisations asking 
14 The person leading fundraising should report to the CEO and take a place on the 
CEO’s management team 
15 Culture is more important to fundraising success than structure 
 
3.10 ETHICAL CONSIDERATIONS 
All ethical and legal considerations regarding privacy, security of data, issues of 
consent and anonymity were considered. No risks were foreseen other than day-to-day 
living and this is what eventuated. All comments and responses were treated 
confidentially. The names of individual persons were not required in any of the responses. 
Any data collected as part of this project was stored securely as per QUT’s management 
of research data policy. Any information obtained in connection with this project that 
could identify any participant remains confidential. It will only be disclosed with 
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permission from participants, subject to legal requirements. Public presentations from this 
study have already occurred; however, information has been, and will only be, presented 
in a format that does not identify participants. 
 The study involved audio recording of interviews. The contents of the audio 
recordings were stored securely by the researcher and QUT. The contents of the audio 
recordings were not used for any purpose other than transcription for this research 
project. Only the researcher and supervisors had access to the audio recordings. After 
transcription all audio recordings were destroyed to assist in the protection of 
confidentiality. During the interview process the researcher was an employee of Vision 
Australia and no confidential information was communicated to that organisation. 
Subsequent organisations that the researcher has had contact with have had no 
confidential information communicated to them. 
 Formal Ethics Approval for this study was obtained. The design of the study 
was completed with the aim of limiting researcher bias in regard to questions, selection 
of interview sites and interviewees. 
3.11 CHAPTER SUMMARY 
This chapter has outlined the underpinning methodology of this research study, 
sketching and justifying the research design. Participant recruitment in the study was 
discussed and the instruments that were used in the study explained. The procedure 
and timeline for various parts of the study were identified and a detailed explanation 
of the analysis that produced the findings of the study was provided. Finally, ethical 
considerations relating to the study were discussed. 
 Understanding how the study was designed, how participants were recruited 
and how data were collected and analysed, prepares the reader for Chapter Four where 
the findings from the research are discussed in detail. 
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Chapter 4: Findings and Discussion 
4.1 CHAPTER OVERVIEW 
This chapter reports the key findings for the six Research Questions, drawing 
representative direct quotes to illustrate interviewees’ attitudes and responses to issues, 
practices and recommendations. The convergent issues are then highlighted, taking 
into account comparative responses and agreements amongst the participants. 
Significant findings are reported relating to each research question. Figure 4.1 depicts 
the progression of themes through the chapter. 
   
Figure 4.1: Progression of themes through the chapter 
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4.2 FINDINGS 
The findings in this chapter are distilled into six key themes and five sub-themes. 
Interspersed within these themes are interviewee quotations and tables summarising 
responses. Additional quotations are recorded in Appendix 3.  
4.2.1 Theme 1: How fundraising assists organisations 
The first Research Question asked participants how fundraising assisted their 
organisation. Several themes were identified with respect to this research question and 
are presented below. 
Wide-ranging contributions from fundraising 
Organisations in this study typically categorised fundraising assistance into three 
distinct levels: critical, important and value-adding. Many reported that fundraising 
was critical to the operation and funding of the organisation:  
Ultimately without fundraising we don't exist. (CEO) 
Others concluded that fundraising was important, in that fundraising 
significantly supplemented or augmented other funding: 
Fundraising in our organisation contributes about 20% of our income so it is 
really important. Fundraising allows us to add services that are not funded by 
the government but also more and more for us is supplementing the income of 
government to do stuff they probably should be funding. (CEO) 
The last group reported that fundraising was considered to be value-adding to 
services, equipment and research. Respondents highlighted additional factors 
including community participation, donor engagement, staff camaraderie when 
participating in fundraising activities, and culture building:  
Funds raised are used for supporting programs in the organisation that 
otherwise wouldn’t be funded. (CEO) 
All participants stressed the value of fundraising and did not underestimate its 
impact, whether its contribution was large or small. All respondents noted that 
fundraising was an invaluable resource to the organisation that contributed towards 
sustainability and played a role in securing further funding or providing additional 
services that would not have been provided otherwise. 
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A secondary question was asked about the importance of fundraising to the 
organisation with a sub-theme being identified.  
Successful fundraising, mission delivery and independence (sub-theme) 
The findings suggest successful fundraising is defined by the organisation itself 
and the perceptions of peer organisations rather than the amount of money raised 
through fundraising. This became evident as organisations referred to others as being 
successful even though their gross fundraising income was quite different and 
sometimes quite low in comparison to others. More appreciated is the effect of those 
funds because they assist in fulfilling the mission and supporter communication. 
Organisations that were successful at fundraising had senior staff that were 
enthusiastic about fundraising and understood its value to the organisation’s mission. 
Some organisations declared that their motivation for intensive fundraising was a 
strategy for independence in delivering their mission; it was a clear choice that 
organisations could make so that their work was not dependent on a dominant funder 
(e.g. government) and the criteria attached to that funding. Many organisations 
reported that they found it liberating moving away or separating themselves from 
government funding, as they fulfilled their mission using their strategies of choice: 
We made a conscious choice to invest heavily in trying to generate private 
funds and specifically that benefits us because it gives us full independence in 
where we use the money and in defending our neutrality and our impartiality. 
(CEO) 
All respondents affirmed the value of fundraising in the organisation as a conduit 
to strong, independent mission delivery so the organisation could reach its goals. 
Theme 1 summary 
Findings in the first theme reveal that organisations categorise their fundraising 
as critical, important or value-adding, depending on the impact their fundraising 
outcomes had in the mix of their funding. Successful fundraising aids organisations in 
mission fulfilment, augments their supporter communication and is a strategic 
objective for independence for some organisations from more restrictive and 
conditional funding. 
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4.2.2 Theme 2: Fundraising structures within organisations and key 
relationships 
The second Research Question asked participants to describe their organisation 
structures. Several themes and models were identified and are presented below. 
From the various organisational structures represented it was evident that 
fundraising could thrive in many types of organisational frameworks, despite 
constitutions and Boards that threatened to impede fundraising success to the 
frustration of the CEO and/or Fundraiser. Organisations reflected an array of 
structures: 
 federations 
 independent national organisations 
 independent bodies that usually resided in one state 
 independent bodies raising funds for larger organisations 
 global partnerships.  
In these successful case organisations fundraising was always considered 
important enough to be a separate section and had equal representation on the senior 
executive with other departments. Most often leaders of fundraising departments 
reported directly to the CEO. 
Recommended fundraising structure 
Many important factors were identified when discussing fundraising structures 
and the relationships the fundraising department shared with other functions in the 
organisation. All organisations organised their fundraising into functional teams, with 
an optimum structure consisting of specialist groups for Direct Marketing, 
Community/Bequests, Major Gifts, Submissions, Events and Partnerships. Some 
organisations had more creative names for some sections (e.g. Community 
Engagement rather than Community/Bequests). Some fundraising structures required 
‘Operations Management’ as well as additional senior fundraising management layers, 
depending on the level of fundraising activity and self-sufficiency of resources. More 
recently ‘Data Managers’ have been added to the structure by some, indicating the 
increased reliance on dependable data and analytics systems for modern fundraising 
segmentation and activities. While Figure 4.2 represents the most recommended 
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optimum fundraising department structure it was evident that larger organisations or 
organisations relying more on fundraising and investing in fundraising used this 
structure. Marketing and fundraising functions were often combined with successful 
outcomes, but – importantly – were led by a professional Fundraiser who provided an 
understanding of the marketing needs that related to fundraising for the organisation. 
Often a specialist fundraising-savvy marketer was employed to assist with these 
marketing functions.  
 
Figure 4.2: Most recommended fundraising structure in a large organisation or one where fundraising 
is a prominent funding source 
 
Development of fundraising structures 
Participants were aware of the need for structures in organisations to change and 
develop, particularly supporting fundraising in its development, and explained this 
evolution in a two-step process set out in Table 4.1. Organisations reported becoming 
more strategic, targeted and aware of the resources required to grow fundraising:  
We actually have to be very strategic about how we're raising money and 
planning it. So it really shifted the whole organisation to the point where 
people fundraising and our compliance and our matrix around it and 
measurements and the risks analysis that we do with it are all highly planned 
and thought through. (CEO) 
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Fundraising and (Marketing) 
Manager
Direct marketing
Community fundraising/bequest 
management
Major gifts development
Submissions to charitable trusts  & 
foundations
Events & partnerships
Operations management
Data management
Marketing & communication
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Table 4.1: Two-step process for organisations wanting to be successful at fundraising 
Step one: Setup Step two: Growth  
Governance Plan growth strategies 
Structure Ensure good business practice 
Resources Develop fundraising skill 
Knowledge Increase investment 
Accountability Review efficiencies 
Involvement Develop contingency plans 
 Adjust structure 
 
Steps to the setup and growth of fundraising for organisations  
As an organisation and its fundraising develops, a range of factors beyond 
strategic planning were highlighted by respondents such as teamwork and building 
knowledge and expertise internally, not just relying on external providers. Table 4.1 
details the two-step process of setting up the right base and then growing strategically 
to achieve successful fundraising: 
Rather than everyone working in silos and being incredibly protective of their 
area, we very much have interdependent relationships where people work as 
teams to develop projects and share their experience and expertise. There's a 
culture of achievement and innovation. (Fundraiser) 
In the growth phase organisations reported increasing human resources for 
fundraising and changing their focus from singular giving to regular giving and major 
giving/bequests, forgoing less productive, smaller activities and events. Data 
management in an organisation was a prime area where better fundraising results could 
be achieved from advanced computer programs and knowledgeable staff. Strong 
fundraising leadership is demonstrated in the findings to work in various 
organisational and legal structures: 
The current structure aims and succeeds in building capacity and building 
sustainability as well as getting programs talking to each other and being a 
one-stop-shop. (CEO) 
As organisations developed, where possible, they increased their investment in 
skilled fundraising staff and adjusted their structures accordingly. Organisations 
continued to review their structures to allow for organisational growth and capacity 
building and were willing to change their structures. Efficiencies were continually 
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reviewed, contingency plans were developed to sustain the organisation if unplanned 
development occurred and plans were made for considered further growth: 
There are no immediate plans to change but we are always evaluating about 
the organisation structure and particularly in relation to fundraising. (CEO) 
 
Barriers to the ideal organisation structure and development of fundraising 
Participants outlined a number of barriers as impediments to attaining the ideal 
organisation structure. Irrespective of the organisation structure type participants 
stated that the structure itself could be a barrier, as well as a lack of knowledge on the 
part of those setting the structure about what a good platform for a strong fundraising 
organisation might be. Particularly in global partnerships, respondents spoke about 
cultural, legal and governance issues that could become barriers: 
An ideal structure has to be based on strategy. One of the challenges is that 
the world's changing really fast and keeping up with that and putting 
resources into it is a challenge. (Fundraiser) 
Organisations raised the difficulty of attracting quality Fundraisers that have 
expertise, positive attitudes and the ability to change in roles and structures as the 
organisation develops:  
Fundraisers are a rare breed and that’s tough because it’s a really tough 
business. (CEO) 
Respondents reflected that in less successful organisations CEOs and Boards 
often did not grasp fundraising principles and the resources required and so some 
organisations were criticised as unwilling to provide resources to establish fundraising, 
invest in growth and maintain systems:  
Many CEOs do not understand the fundamental constructs of fundraising and 
as a result, the Board does not understand that. (CEO) 
A range of other impediments were identified. The participants considered other 
parts of the organisation that could inhibit fundraising development by not supporting 
fundraising sufficiently, for example Information Technology and Finance 
departments by delaying or not approving or supplying resources. There could be 
interference from non-Fundraisers – other senior managers who blocked development 
because of a lack of knowledge of fundraising, thus not respecting the expertise of the 
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Fundraiser. Constitutions could be a barrier that prohibited more productive Board 
member participation in fundraising, for instance the appointment of Directors 
stipulated by Acts of Parliament, and when fundraising produced the minority of funds 
in an organisation’s budget less recognition of the importance of fundraising was 
experienced:  
A lack of resources means best practice is almost impossible to achieve. 
(Fundraiser) 
There was a public perception reported by some organisations that services 
should have been provided by government and fundraising was unnecessary. 
Respondents also raised a general community perception that people working in 
charitable organisations were volunteers and this misconception inhibited appropriate 
pay structures required to hire experienced Fundraisers for leadership positions: 
We need to have the ability to be able to pay people at a level that’s 
commensurate with their skills and capabilities. There’s a perception that 
because you’re a not-for-profit organisation there should be this 
overwhelming management by volunteers. (CEO) 
 
There is a perception certainly from the public that what we offer should be 
funded by government and fundraising is always an issue. (Fundraiser) 
Thus, barriers start with organisations and can develop with organisational 
leaders. This issue can also be exacerbated by the difficulty in hiring a Fundraiser and 
be further influenced by uninformed public perception. Table 4.2 summarises the 
barriers encountered by organisations and outlines the flow of barriers starting with 
the organisation, its leaders, the Fundraiser and public opinion. 
 
 
 
 
 
 
Table 4.2: Barriers to developing the ideal organisation structure in relation to fundraising 
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Entity Barrier 
Organisation Lack of understanding of fundraising 
Unwillingness to unblock barriers 
Lack of investment knowledge 
Lack of system maintenance 
Lack of respect for fundraising leader 
Fundraiser Little expertise 
No positive attitude 
No ability to change in roles and structures 
Public perception Fundraising unnecessary because of government funding 
Staff are volunteers so low pay structure is adequate 
 
A secondary question was asked about the key relationships within the 
organisation with a second sub-theme being identified.  
Relationships that are key to fundraising success (sub-theme) 
Another success factor evident in the structural aspect of the case organisations 
was that CEOs purposefully encouraged and developed good relationships amongst 
senior staff. The result was that these staff leaders gained an understanding of 
fundraising and could then be role models for the rest of the organisation so that 
everybody understood and could articulate the importance of fundraising:  
I get my executive team to come along to lots of events … We all actively role 
model the fact that it's important to fundraise – it's actually a healthy 
relationship where everybody sees the importance of fundraising. (CEO) 
 
The whole structure was built on relationships. (CEO) 
 
Everyone in the organisation is a Fundraiser and I'm the chief Fundraiser. 
(CEO) 
Figure 4.3 identifies the relationships in successful case organisations that are 
the key to fundraising success irrespective of the size of the organisation. 
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Figure 4.3: Relationships in successful case organisations that are key to fundraising success 
 
Fundraisers emphasised the importance of relationships with other parts of the 
organisation, particularly service providers, and then emphasised not only the value of 
building and maintaining those relationships but also the struggle to do so: 
Relationships haven’t been easy but I have persevered. (CEO) 
 
Relationships are really vital and for us … to get really great case studies we 
rely on other parts of the organisation. That ensures that we're putting out 
information that's correct around research findings. (Fundraiser)  
CEOs stated that relationships could deteriorate as the organisation grew and 
needed to be intentionally maintained. Additionally, they highlighted that political 
forces could interfere with an organisation, but stated that with strong fundraising 
leadership fundraising could still thrive: 
So the way I look at the world is all of us sitting on this campus should be 
helping each other. (CEO) 
Board education and understanding, mergers and collaborations 
The convergent nature of the interviews meant that particular issues could be 
captured from an interview and other interviewees could be canvassed about these 
topics. Three issues, all raised by CEOs, contributed to the discussion of structures, 
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relationships and barriers, and related to the requirements of fundraising development 
in organisations. There was strong agreement amongst all participants that ‘The Board 
needs education to understand fundraising’ and this issue was of prime concern to 
those participants who were passionate about their interactions with their Boards. 
CEOs confirmed that they educated their Boards on an ongoing basis both individually 
and as a group. Some Fundraisers were concerned that their Boards were not interested 
in fundraising education and were only interested in dollar results. Some Board 
members were not interested in donating while other Boards understood donating as 
being their role, often led by a philanthropic Chairman. While there was differing 
activity and involvement of Boards in organisations fundraising education was a 
constant, seen as valuable and important, usually being provided by a knowledgeable 
CEO:  
Unless they have a whole of systems view of the business they are going to 
struggle to understand the fundraising. (CEO) 
Continuing this concept, one CEO raised the issue that ‘The Board requires a 
fundraising professional or someone with fundraising skills’; however, there was no 
broad agreement that this was necessary and respondents voiced that it is the role of 
the CEO and other senior staff to articulate fundraising issues to the Board:  
The Board needs people who can govern and who can be themselves across 
the issue of what fundraising is. (CEO) 
 
It's not needed in this organisation because they have great faith and trust in 
me and my abilities. (Fundraiser) 
Another CEO raised the issue of the competitive marketplace for fundraising.  
Because there are so many organisations out there, there should be more 
mergers and collaborations. (CEO) 
This was seen to affect the structure of the organisation and influence fundraising 
activity. There was strong agreement amongst CEOs with this issue and complete 
agreement amongst Fundraisers. Most CEOs and Fundraisers believed that there was 
unnecessary competition in the marketplace in the delivery of services and fundraising 
and that nonprofits were perceived to duplicate those services, raising questions over 
what happens to the fundraising dollar, and that charities should consider minimising 
infrastructure costs by merging, collaborating or partnering: 
 102  
For mergers, there’s got to be a good reason for it and I think mergers do 
work if there’s opportunity to scale up and gain efficiencies out of that 
process. (CEO) 
 
You’ve got to not lose the passion of why those organisations are sometimes 
started in the first place but I think there has to be consolidation over time of 
organisations. (CEO) 
 
There’s a lot of competition needlessly in the market place, but sometimes we 
spend a lot of resources just branding against each other whereas what we 
really want to is inspire people to give. (Fundraiser)  
 
Theme 2 summary 
The second theme reveals that organisations are grouped under five different 
types of structures. Fundraising is always a separate section in the organisation, has 
equal representation on the senior executive and most often Fundraisers report directly 
to the CEO. A recommended reporting structure was revealed and a two-step process 
for organisational start-up and growth identified. Participants outlined a number of 
barriers to the ideal organisation structure, with many internal barriers being identified. 
There was strong agreement that Boards needed education to understand fundraising 
and that there was sometimes unnecessary competition in the charity marketplace that 
could be aided by mergers, collaborations and partnerships. 
4.2.3 Theme 3: Strategies used and resources required 
The third Research Question was in regard to strategies and resources. This part 
of the study sought interviewees’ thoughts on fundraising strategies, particularly how 
they relate to organisational strategies, the resources required for successful 
fundraising and other elements for a successful fundraising strategy.  
Elements of a successful fundraising strategy 
Table 4.3 summarises the strategic thinking emerging from this theme around 
building fundraising, increasing fundraising success and the strategies that underpin 
these goals. A number of actions are described in regard to stakeholder groups and 
fundraising techniques. 
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Table 4.3: Elements of a successful fundraising strategy 
Action Fundraising program or aspect 
Build Sustainable annual fund programs 
 Relationships with large numbers of people 
 Community awareness 
Increase Current donor giving 
 Bequest support 
 Third party relationships 
 Volunteer participation 
Promote Multi-channel engagement across programs 
Initiate Ambassador program 
Invent A community event that increases supporter engagement 
Implement A major gifts program 
Recruit New donors 
Encourage Two-way donor communication 
Activate Contemporary fundraising 
Develop A balanced program with short- and long-term returns 
Examine Life cycle of activities 
Research Overseas activities 
Test Researched activities 
Watch Market and who is doing what well 
Move Donors up the pyramid 
 
A secondary question in this section was asked of participants in regard to the 
resources they considered necessary to raise funds with a sub-theme being identified. 
Strategies and resources (sub-theme) 
Organisations considered the strategies they employed to raise funds, if there 
was a written document and how resourcing affected their fundraising. Most 
organisations had detailed strategic plans or business and operational plans, built with 
a long-term view with the joint goal of raising funds and engaging with current and 
prospective supporters. Fundraising objectives were based on outcomes and 
accompanied by key performance indicators for staff and programs. Fundraising 
strategies predominantly featured ‘building’ and ‘increasing’ strategies in regard to 
fundraising and supporter engagement:  
There's a detailed strategy that also aligns back to the organisation strategy 
as well. So within our overall organisation strategy there are some key points 
around fundraising. (CEO) 
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In relation to resourcing fundraising most organisations stated that they had 
sufficient resources to support fundraising but would always desire more:  
The Board has been very good in allowing the CEO to develop budgets that 
allow for investment in fundraising. (CEO) 
The issue of investment in fundraising is a recurring theme throughout the 
study’s findings, appearing in the discussion relating to the contribution of fundraising 
to the organisation, structural issues that support fundraising and the strategies used to 
achieve successful fundraising. 
In discussing the issue ‘Fundraising is not resourced enough’, there was general 
agreement in organisations that this was the case and many thought that most 
organisations in the marketplace would not resource fundraising sufficiently. The 
participants admitted that an ‘investment mentality’ was required to grow fundraising 
and not all organisations had that. However, Boards were often caught between 
providing sufficient resources and having acceptable financial ratios, particularly 
because of public perception and current trends towards the need for low 
administration costs. It was difficult to keep very tight ratios when providing more 
funds for acquisition that often required a longer return timeframe than the current 
financial year. Successful organisations encouraged innovation and supported 
calculated and well-documented risk strategies with the aim of developing the 
fundraising business:  
The Board decided to allocate a substantial six figure sum of money which is 
just parked for innovation so that if someone comes to us with a really good 
idea we actually have the capacity to be able to do it. (CEO) 
Further changes to resources were anticipated by participants. Most 
organisations agreed that their fundraising resources would change because of reviews, 
market opportunities and aggressive acquisition campaigns that required more staff to 
‘service’ more donors. Some organisations were expanding their fundraising interstate 
as well as internationally and those organisations understood that more resources 
would be required to achieve a successful outcome and new market access. 
Organisations were constantly reviewing their resources according to program 
achievements and net returns:  
We have to put more money into fundraising to make money. (CEO) 
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So once you've got the system working well and the income streams working 
well and being able to work out which ones are really working for you and 
which ones aren’t then yes, there’ll be more investment into that. (CEO) 
Most Boards of these successful case organisations had realistic expectations of 
their fundraising programs and approved resources to deliver those results; however, 
participants acknowledged that Board members required ongoing education to 
understand the fundraising context, investment strategies and which outcomes would 
require which resources. Most Boards understood fundraising investment but it was a 
journey of Board understanding that most organisations initiated and continued. In 
discussing the issue ‘The Board understands investment in fundraising’ (raised by a 
CEO) there was strong agreement amongst all participants that their Board understood 
investment in fundraising:  
The Board has been very good in most part about allowing budgeting for 
investment purposes and for resource purposes. (CEO) 
 
The Board want growth and the Board understand that growth costs. It is more 
about how much do we need to invest to get the return. (CEO) 
The key to the Board gaining an understanding of fundraising investment is a 
CEO who understood fundraising. Many participants knew of organisations where 
Boards had unrealistic expectations, with limited resources to achieve the desired 
outcomes. With the organisations represented, most were reasonably well resourced 
and would increase staff numbers with knowledgeable Fundraisers if and when the 
opportunity arose:  
If I go to them they'll give it to me because they trust me. But in order to 
maintain that trust I've got to make sure I'm asking for the right stuff, and 
that's the hard part. (CEO)  
In regard to the whole organisation, most respondents considered that their 
infrastructure was resourced sufficiently but acknowledged that more would be better, 
working within tight resource bases and building a better infrastructure not at the 
expense of providing services. A Fundraiser raised the issue that ‘The organisation is 
not resourced enough’ as a basis for discussing the resources applied to fundraising. 
However, there was general disagreement with this view. When requested to nominate 
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the return for every dollar invested most organisations had difficulty responding, many 
concentrating on the return on investment for individual programs rather than the 
impact of the dollar invested overall: 
I’d rather have something that’s generating a seven figure net which is not 
quite as good a return on investment than something that is producing a 
$1,000 net at a great return on investment. (CEO) 
 
Theme 3 Summary 
The findings within this theme reveal that there are a number of important 
strategies that organisations employ and resourcing of fundraising was one. The 
elements of a successful fundraising strategy were identified with organisations 
recognising that within their strategic and operational plans fundraising is an important 
section. Organisations understood the need for resourcing fundraising and that as 
fundraising progressed resourcing would need to increase. Fundraising was 
understood to be a long-term strategy and, within organisational planning, needed to 
have realistic expectations. The need for investment in fundraising was raised and a 
key to this investment was a CEO who understood fundraising. 
4.2.4 Theme 4: Successful fundraising and underpinning principles 
The fourth theme emerging from the data related to the reasons for successful 
fundraising and underpinning principles, resulting from Research Question 4. This part 
of the study distils reasons, clarifications and imperatives for fundraising success in 
organisations. The participants outlined numerous recommendations, comparing their 
success to dysfunctional organisations and outlining the indicators of dysfunctionality. 
Reasons for successful fundraising in organisations 
Participants identified a number of reasons for their successful fundraising as 
well as explained the principles that underpinned their success. The most common 
response for success was that the charitable organisation should be run as a business 
with strong leadership and deliberate strategy. The views of two CEOs follow, 
outlining a recommended business model: 
We know our business, we know fundraising, and we’ve been very deliberate 
in being sure that we populate the organisation with people that know 
fundraising. (CEO) 
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So we have been prepared to invest in the future, to invest in having the right 
people and having the right capability to go out and fundraise. (CEO)  
 
Business model for organisations with successful fundraising 
CEOs identified the following business model (see Table 4.4) and categorised 
critical factors in terms of setup, investment, resource management, issues regarding 
people involved in fundraising, what the organisation understands, how the 
organisation is represented and what the organisation says about itself. 
Communication was reported as being important from many aspects, particularly in 
relation to donors: 
Our communications with our fundraising really all add to the success. We 
have developed donor care programs and beefed up our communications with 
people both in print and online. We spend a lot of time and effort telling people 
how their contributions help and what a difference they are making. That and 
the fact that we say that we are behaving ethically and that we are doing the 
best with their gifts as we can. (CEO) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Table 4.4: Business model for organisations with successful fundraising from CEOs 
Factor Details 
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Critical factors in organisation 
setup: 
 
Structure 
Governance 
Leadership (that donates) 
Planning and growth strategies 
Diverse and integrated strategies 
Commercial focus 
Ethics (e.g. FIA membership) 
Investment in fundraising: Investment understanding 
Investment in long-term programs 
Investment in long-term relationships 
Comprehensive fundraising programs 
Diversity of programs sharing risk 
Staying true to principles 
Managing resources: Strong fundraising leadership 
Wise use of all resources 
Good evaluation systems 
Human Resources systems (identifying people, recruitment, 
training) 
People involved in fundraising 
who: 
Know fundraising 
Are qualified in fundraising 
Are well trained and resourced 
Have passion (at all levels) 
Understand the organisation and where they fit in 
Understand what is expected 
What the organisation 
understands: 
Fundraising 
Interactions with people 
Internal and external communication 
Transparency around donations and the need for fundraising 
Their position in the market 
Their profile in the community 
What drives fundraising activity 
Relationships need nurturing 
What drives philanthropic relationships 
How the organisation is 
represented: 
By a cause that is understood 
By a strong brand that is backed up by customer service and 
communication 
By a clear name that is understood 
By a point of difference that people understand 
What the organisation says: We explain the impact of donations 
Our fundraising is aligned to our mission 
We have a culture of innovation 
We respect our history 
We do the most with money that we can 
We won’t ask people to support programs that don’t need 
funding 
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Fundraisers were more process-oriented and categorised their reasons under 
resources, processes, techniques and recognition of fundraising (see Table 4.5). 
However, they stressed the importance and significance of a CEO who is involved in 
fundraising and who has an understanding of fundraising:  
We give him people who donate over a certain amount. He'll ring all the VIPs 
for events. He'll ring all the people to say thank you for donating. He speaks 
at bequest functions. He knows our bequestors. He's 110% committed. He's 
been trained in the ways of fundraising. (Fundraiser) 
Table 4.5: Reasons for successful fundraising in organisations from Fundraisers 
Reason Details 
Resources 
 
Board members who understand fundraising 
Good fundraising leadership and management 
People who are motivated and highly skilled 
People who know people 
Advanced database that records relationships 
Good relationships between departments 
Broad appeal of the cause in the community 
Working with industry experts 
Knowledge of fundraising trends, nationally and internationally 
CEO involved in fundraising 
Processes 
 
Good management of programs 
Focus on programs that make money 
Consistent and good return on investment 
Targeted approach to audiences 
Clean and well maintained database 
Not being diverted because of ideas without basis 
Minor focus on events and corporates 
Willingness to change and improve 
Being transparent and ethical 
Techniques 
 
Having a strategy around acquisition 
Engaging donors 
Being relationship-driven 
Building strong relationships with donors 
Being donor-centric 
Recognition 
 
CEO and Board have buy-in and ambition for fundraising 
Fundraising is given autonomy to fundraise 
Recognition that fundraising is a profession 
Recognition of where the fundraising team is in its evolution of 
development 
 
Characteristics of dysfunctional organisations in relation to fundraising 
Participants then focused on dysfunctional organisations, identifying the 
characteristics for and signs of that dysfunctionality. There were no hesitations. For 
CEOs the characteristics of dysfunctional organisations fell into broad groups, namely: 
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mission, brand and setup; governance; planning and leadership; resources; 
understanding of fundraising; and people (see Table 4.6):  
They just don’t have the ability, the capacity and quite often the expertise or 
the resources to really strategically, be able to sit back and go well, this is 
where we need to grow over the next five to ten years. (CEO) 
Table 4.6: Characteristics of dysfunctional organisations in relation to fundraising identified by CEOs 
Focus Characteristic 
Mission, brand and 
setup 
 
No mission 
Mission drift 
No clear purpose of the organisation 
Lack of vision and direction 
Often setup in memory of someone or in a person’s name 
No expertise to do what they say they will do 
Not a strong brand or haven’t invested enough to get their brand out 
Governance 
 
Poor governance 
Wrong Board 
Lack of business acumen of the Board 
Board of do-gooders rather than a Board of doers and overseers 
Focus on irrelevant issues to the main organisation purpose 
No due diligence by Board members 
Unworkable relationship between the Board Chair and CEO 
Board provides no support for CEO and Fundraisers to get on with 
fundraising 
Unrealistic expectations of fundraising 
Arrogance around knowledge of fundraising 
Board participating in operational activities 
Planning and 
leadership 
 
No understanding of leadership 
Reliance on limited fundraising experience of the leadership or Board 
Leadership that does not understand efficiency and effectiveness 
No strategic direction 
No ability to assess capacity to strategically plan 
Total disregard for legal compliance 
Planning on hearsay or what sounds good 
No technical ability to absorb sudden expansion if successful 
No checks and balances 
Not being able to state outcomes clearly 
Resources 
 
Often large proportion of government funding 
Sometimes significant money coming from one or two areas e.g. high profile 
events 
No significant database of supporters 
Usage of less competent suppliers 
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Focus Characteristic 
Understanding of 
fundraising 
 
Fundraising is not a priority 
Fundraising is peripheral and not a major need 
Short-term thinking around fundraising 
Missed opportunities for fundraising investment 
No understanding around investment in fundraising 
No understanding around risk management in fundraising 
Unprofessional approach to fundraising 
No clear understanding of what fundraising is across the organisation 
Fundraising is marketing 
No understanding that fundraising is a function and a discipline 
Continued conduct of fundraising activities with not a great return 
No allowance for investment time into relationships with donors and 
corporates 
People 
 
Not recruiting the right people 
Not hiring professional staff 
No internal support for Fundraisers 
Everyone is a fundraising expert 
Reliance on public relations experts  
People employed to do the fundraising that are not naturally gifted  
No investment in the right people to create credible and sustainable 
fundraising programs 
No understanding of fundraising leadership 
Signs to look out 
for 
 
Succession of CEOs 
Cycle of dysfunction perpetuating 
Small number of business people on the Board (less money raised) 
Insolvency 
Board not taking an active interest in the organisation 
Board members being overridden by the Chairman 
Desperation for money and acceptance of any money from anywhere 
No benchmarking against other organisations 
Either hiding the way money is to be spent or hiding fundraising costs 
Looking for short-term fundraising results 
Blaming the Fundraiser 
High churn in fundraising department 
Emphasis on one-off gift rather than regular giving 
Corporates are the enemy 
Not looking after good staff 
 
As outlined in Table 4.6, signs of dysfunctional organisations included 
insolvency, a succession of CEOs, inappropriate Board activity, looking for short-term 
fundraising results, blaming the Fundraiser if fundraising results were not achieved 
and the willingness to accept any money from anyone:  
There’s an area where organisations spend an awful lot of time with their 
Board navel gazing and talking about all sorts of irrelevant things instead of 
just letting the CEO and the staff get on with fundraising and then be prepared 
to back their judgement. (CEO) 
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My belief is the smaller numbers of business people on the Board the fewer 
funds the organisation will raise. (CEO) 
For Fundraisers the characteristics were grouped under setup and structure of the 
organisation, Board understanding and involvement, CEO involvement, ‘fundraising’ 
itself and people (see Table 4.7). Fundraisers reported instances of inappropriate 
structures with unclear mission and direction: 
With a couple of organisations, they don’t have a strategic plan and it’s 
unclear on what services it provides and what its core services are. And how 
do you raise money when you don’t know what the core services are? 
(Fundraiser)  
Table 4.7: Characteristics of dysfunctional organisations in relation to fundraising identified by 
Fundraisers 
Characteristic Detail 
Setup and structure 
of the organisation 
 
Dysfunctional organisational structures 
Fundraising is not a priority for funding of the organisation 
No strategic plan identifying the need for fundraising and how money will be used 
Where fundraising sits within the structure of the organisation (e.g. under Human 
Resources or Public Relations or Finance) with the leader not focused on fundraising 
Where the structure allows people to veto decisions over professional Fundraisers  
No interaction with other departments 
CEO who: 
 
Will not get involved in donor liaison  
Is not willing to be involved at all 
Is too involved  
Has no regard for or understanding of outside groups fundraising for the organisation  
Has no interest in bequesting or direct marketing or the less sexy aspects of 
fundraising 
Is not strong enough to promote fundraising in the organisation  
Is not clear what they want from fundraising  
Board that: 
 
Does not respect the CEO 
Does not have a strong relationship with the CEO 
Does not understand fundraising or the investment required 
Does not endorse fundraising  
Has a different agenda to the organisation 
Has members who are not emotionally engaged with the organisation  
Is a dysfunctional Board 
Lacks in skills and abilities that any Board requires  
Is stacked with friends that offer no real value  
People 
 
Marketers that are recruited that do not understand fundraising  
Leadership that cannot evaluate a good idea  
Keeping the wrong people in wrong positions  
Keeping people who are not prepared to change and learn  
Employing non-Fundraisers in Fundraising Director roles  
People recruited for ‘corporate’ skills but working in fundraising  
No investment in training and development  
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Characteristic Detail 
Fundraising itself 
 
 
No financial imperative for performance  
Lack of performance because there is no expectation  
Fundraising section leaders are removed from the decision-makers  
Lack of investment for fundraising  
No understanding of fundraising in the organisation  
Fundraising department is not prepared to change and evolve  
Lack of clear lines of responsibility for revenue generation  
Overstaffing  
No realisation that fundraising is a profession  
Fundraisers being told to ‘go away and fundraise’ 
 
The characteristics identified by Fundraisers were all related to understanding 
and involvement. Those were the key fundamentals of fundraising particularly in 
relation to Board members, CEOs and fundraising leaders: 
When Board members aren't emotionally engaged with the organisation – if 
they've been put on the Board for different reasons and they don't really 
believe in what the organisation is doing…that's a real challenge. 
(Fundraiser) 
 
Non-Fundraisers employed in fundraising leadership positions lack 
fundraising knowledge and so they tend to be incredibly risk averse which 
creates blockages for good fundraising. (Fundraiser) 
 
The ‘one thing’ imperative to the successful raising of funds 
Comparing their views on successful organisations and dysfunctional 
organisations, participants then identified the ‘one thing’ that was imperative to the 
successful raising of funds (see Table 4.8). The findings suggested two common 
pronouncements: that it was the commitment of the organisation’s leadership to 
fundraising, and nurturing donor relationships with a long-term view by 
knowledgeable Fundraisers who could ask for money. Thus, according to respondents, 
no one isolated facet emerged, or seemed possible – but rather a number of factors 
when combined formed a complete recommendation: 
If you have a great mission but you don't commit to fundraising you won't 
raise funds. (CEO) 
 
If you’ve got people who can’t ask, the best story in the world isn’t going to 
get you the money. (CEO) 
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Table 4.8: The ‘one thing’ imperative to the successful raising of funds 
Item Description 
Mission, reputation 
and cause  
(choice of CEOs) 
  
 
Brand credibility 
Imagery of the cause 
Brand and perception in the community 
True to medical identity 
The cause and reputation of the organisation 
Profile of the organisation 
Great mission and commitment to fundraising 
Projects that people can relate to  
A compelling case for support  
Leadership  
(choice of 
Fundraisers) 
 
Leadership who have a commitment to fundraising 
The CEO/Chairman relationship 
Education and involvement of the Board in fundraising 
Good leadership 
The CEO learning about fundraising, fundraising and business 
The implementation of a clear strategy and the team behind it by the 
leadership 
People  
(mentioned by 
CEOs and 
Fundraisers) 
 
Good Fundraisers 
People who know fundraising 
Staff qualifications and knowledge 
Good staff who can ask for money 
Recruiting the right people 
Donors  
(mentioned by 
CEOs and 
Fundraisers) 
 
Donor care 
Working with the donor with a long-term view 
Connecting with donors 
Understanding donor motivations and involving them 
Nurturing donors and meeting them 
Engaging supporters in the mission 
 
As can be seen from Table 4.8, the elements contributing to fundraising success 
were grouped under: mission, reputation and the cause; leadership of the organisation; 
people who are facilitating the fundraising; and the donors that support the 
organisation: 
The commitment of the key decision-makers to fundraising is the one thing. 
This will determine the fundraising culture of the organisation. (CEO) 
 
It’s our culture and the way that we connect with people who donate to us. 
(CEO) 
The most common responses by CEOs referred to the mission, brand and 
reputation of the organisation and the cause as imperative to fundraising success:  
We don’t look like a wealthy organisation so our image is right, our cause is 
good but without a reputation you struggle. (CEO) 
The most common responses by Fundraisers involved leadership and its various 
aspects including involvement of the CEO, Chairman and Board: 
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I do think that we're fortunate in having a CEO who is 100% behind 
fundraising. (Fundraiser) 
Recommendations to organisations for successful fundraising 
In discussing recommendations to other organisations that wanted to raise more 
funds the participants identified a number of items that were, perhaps predictably, 
contrary to the indications of dysfunctional organisations and related to their own 
successful organisations. For CEOs, issues around governance, leadership, strategy 
and capacity building were of prime importance in their recommendations (see Table 
4.9): 
Get the right Board that wants to be involved with a good charity and be 
prepared to take a commercial approach to fundraising. (CEO) 
Table 4.9: Recommendations to organisations for successful fundraising by CEOs featuring 
understanding and investment 
Focus Recommendation 
Governance and 
Leadership 
 
Have the right people on the Board  
Get good Board members who understand the business  
Get the right Board with the right motivation  
Appoint well-connected people on the Board or committees 
Get a Board who will donate  
Educate your Boards 
Educate the Board on fundraising  
Get the governance and the basics right  
Ensure there are appropriate lines of communication between Board and 
staff 
Be transparent and accountable 
Be prepared to change the constitution  
Find great leaders 
Have a CEO that supports fundraising  
Have a supportive relationship between CEO and head of Fundraising  
Become an organisational member of FIA 
CEO is the Chief Fundraiser 
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Focus Recommendation 
Strategy and 
capacity building 
 
Get good advice 
Take staff and Board induction seriously 
Think professionally and plan 
Have a clear set of goals 
Focus on outcomes and impact rather than just process 
Engage in philanthropy as well as fundraising 
Have a strategic plan 
Invest short-term to grow long-term 
Think long-term strategic growth 
Be cautious about becoming donor-dependent regarding funding  
Start small and try and do a few things right  
Build the capacity of the organisation 
Take a commercial approach to fundraising 
Be professional but not slick 
Have professionally targeted and managed fundraising 
Have a Research and Development budget for fundraising 
Resource fundraising appropriately 
Brand, mission and 
purpose 
 
Have a strong brand  
Have a credible brand 
Understand your brand 
Market your brand 
Find ways to generate your profile 
Have clarity of purpose 
Be clear about what you are fundraising for 
Find out what makes you different 
Check if others are doing the same thing 
Knowledge Understand the data  
Understand the supporter base 
Educate yourself 
Understand your donors’ motivations 
Use the science around fundraising 
Learn to evaluate correct opportunities 
People 
 
Get the right people on 
Get good Fundraisers 
Employ good fundraising staff and educate them 
Invest in staff leadership and capabilities  
Get the best experts that you can find 
Employ people who fit the organisation 
Supporters 
and donors 
 
Interest, engage and involve supporters 
Work out who the best person is to meet the donors 
Win the heart, not just the wallet 
Aim for a lifelong journey with the donor 
Work with small donors and aim to keep them 
Work out how to move them up the relationship 
  
CEOs also considered that brand, mission and purpose are important, knowledge 
in a number of areas is necessary, having the right people is vital and there are a 
number of issues around the supporters and donors: 
Get to know why people want to donate to you, develop your donor base and 
as you develop that, get to know where your market really is. (CEO) 
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Employ fundraising professionals and get the Board educated on fundraising 
and appropriately resource fundraising so it can be proactive rather than 
reactive. (CEO) 
The prime recommendations from Fundraisers centred on governance, 
leadership, people and capacity building (see Table 4.10): 
Get a Board who is not so much hands-on but is willing to put up their hands 
and help. (Fundraiser) 
 
Get a decent CEO. One who understands and who wants to be involved in 
fundraising. (Fundraiser)  
 
Table 4.10: Recommendations to organisations for successful fundraising by Fundraisers featuring 
understanding and investment 
Focus Recommendation 
Governance and leadership 
 
Have a Board that is willing to help 
Ensure all legalities are put in place before asking for money 
Have a CEO who understands fundraising 
Have a CEO who wants to be involved in fundraising 
Have the right people asking 
Capacity building and people 
 
Understand that fundraising is a science and an art 
Understand that fundraising requires investment like any 
business 
Invest in long-term fundraising strategies 
Respect Fundraisers and the profession like any other 
discipline 
Put your resources where your capacity to build 
relationships is strongest 
Invest in professionals and ensure they are well resourced 
Invest in professionals and allow them the ability to make it 
happen 
Look at benchmarking and industry trends 
Develop your strategy  
Put resources into bankable programs 
Look at good cost-effective programs 
Understand your supporters 
 
Recommendations from CEOs and Fundraisers repeatedly mentioned the words 
understand and invest, which they considered were the key components for capacity 
building: 
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Understanding who your supporter base is and who they are. And then being 
able to work through how you engage, involve and interest them in your work. 
(CEO) 
 
Understand there are no miracle quick wins as a general rule and that you 
have to invest in long-term fundraising strategies. (Fundraiser) 
Four issues relating to successful fundraising were raised by particular 
participants passionately and with conviction. One CEO raised the issue that ‘It is 
mandatory to employ fundraising professionals’ and there was strong agreement from 
all participants: 
Fundraising is a professional skill that needs to be done in a professional 
manner. It's not for amateurs. (CEO) 
 
If you don’t ask, you don’t get. So the professional fundraising staff actually 
find that motivation and do ‘the ask’… so without professional staff who 
understand the fundraising process it’s not going to happen. (CEO) 
There was agreement that the experience and skills required for fundraising were 
predominantly found in fundraising professionals who were qualified and trained: 
Would you employ someone without a teaching degree as a school teacher? 
(Fundraiser) 
 
We've had success recently with experienced Fundraisers at the helm 
compared to a former corporate person. (Fundraiser) 
Depending on the attitude, skills and experience of someone being employed in 
a fundraising role, a person not experienced in fundraising could succeed, but a 
fundraising professional would generally take precedence over someone without 
fundraising experience and expertise: 
I have met individuals who have a wonderful ability to connect with people 
and be able to engage people and get people to come along a journey that 
ultimately ends up with them donating in some way. (CEO) 
Reaching full agreement on issues in the study was a rare feat; however, all 
participants agreed that ‘The CEO must be involved in fundraising’ and this was a 
significant finding, especially because this issue was raised by a Fundraiser. CEOs 
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recognised that they need to be involved in fundraising, to understand fundraising, 
support fundraising, and meet and relate to donors as the person of authority in the 
organisation. Most recognised that donors want to meet them and that they are the 
‘public face’ of the organisation:  
The CEO sells the message and brings new relationships. (CEO) 
 
If the CEO is not committed to fundraising it won't happen. (CEO) 
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Fundraisers reported that they rely on the CEO to be: an advocate, a resource, 
willing to meet with donors, and the recognised figurehead of the organisation. The 
findings also confirm that it is the role of the CEO to articulate their understanding of 
fundraising to their senior management and the Board and to be an advocate not just 
for fundraising but for the fundraising leader: 
We also need to take a responsibility for it, not just say Fundraisers, off you 
go – you live or die by how much you raise. (CEO) 
 
You want your CEO to be the figurehead of your organisation. You want your 
donors to love your CEO. (Fundraiser) 
Continuing the discussion about the relationship between the CEO and 
fundraising and the CEO and the Fundraiser, a CEO raised the issue that ‘The person 
leading fundraising should report to the CEO and take a place on the CEO’s 
management team’. There was strong agreement from CEOs and there was complete 
agreement by Fundraisers on this issue: 
Fundraising has equal standing as services … that then shows the CEO 
supports the fundraising in the organisation and shows the time that the CEO 
will give. (CEO) 
 
The head of fundraising is the head of revenue and needs a direct line to the 
CEO. Head of fundraising needs to understand and be involved in strategy 
with the Board. The Fundraiser needs to be involved at the highest point of 
the organisation so they understand and are involved in setting the direction 
of the organisation and why. (CEO)  
Where there was disagreement from CEOs it was in regard to more complicated 
organisation structures where there was more than one senior leadership team and it 
was not necessary for fundraising to be represented because of the funding structure 
which went beyond private funding sources. However, all participants confirmed that 
the structure of the organisation in relation to fundraising recognised the priority that 
the organisation placed on fundraising and if fundraising was important to an 
organisation the structure should reflect that, with a direct link from the fundraising 
leader to the CEO and strategy. So as long as the structure did not impede the 
relationship with the CEO or inhibit the function of fundraising the reporting structure 
to the CEO could be different: 
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Fundraising needs to be important strategically and have a place in an 
unencumbered fashion. (CEO)  
In discussing other factors for successful fundraising another CEO raised the 
issue ‘Marketing is vital to fundraising success.’ There was strong agreement with this 
issue from all participants and marketing was seen as a supportive function to 
fundraising, assisting with raising awareness and helping to form people’s perceptions 
about the organisation, its needs and getting key messages out about what the 
organisation can accomplish with donations. Participants confirmed that fundraising 
needs marketing, key messages need to be built in to all communication and smart 
fundraising achieves marketing as well: 
We need to get the brand out there. Let the community know why we exist and 
need support through donations. (Fundraiser) 
 
Fundraising success is around relationships … Fundraisers are your 
marketers. You build marketing stuff into what you fundraise. (Fundraiser) 
 
Benchmarking as a means of comparison of success 
Finally, formal and informal benchmarking with other organisations was raised. 
Most organisations were continually involved with formal and informal benchmarking 
and appreciated the benefits of such comparisons. They viewed it as a means of 
gauging their success compared to others, a tool for finding out where others were 
outperforming them in particular fundraising programs and to discover how they could 
improve. Those currently involved with formal benchmarking mentioned 
benchmarking conducted by Pareto, Blackbaud, international bodies that they were 
affiliated with and industry bodies (within their particular cause or type of organisation 
both nationally and internationally):  
Formal benchmarking shows you how you are performing against other 
organisations and shows you what the trends in the industry are, and gives 
you the information that you need to take away to review your program to see 
if you’re on track. (Fundraiser) 
 
So even though there are programs I don’t like, because I look at other 
organisations and see how they are doing in the sector, it doesn’t matter what 
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I like, it’s what donors want. And donors are responding through all different 
means and channels of fundraising. (Fundraiser) 
Most organisations were involved with informal benchmarking as well, and used 
informal networks consistently, as well as annual reports. Many chose particular 
organisations to watch and compare activities and results. Some organisations 
benchmarked their programs with external providers and their other clients. Many 
looked to Australian and international competitors, particularly identifying North 
America as a good source of comparison. FIA was repeatedly mentioned as a 
networking source where organisations learnt about trends and some organisations set 
up ‘semi-formal’ arrangements to directly benchmark set programs: 
I'm very happily sitting by the sidelines watching other people make mistakes 
until they work out what works and what doesn't and then I'll go, ‘Great, let's 
do it’. (Fundraiser) 
 
Informal benchmarking is important because I go and talk to other 
organisations and see how they are going. You have to do a lot of networking 
in fundraising. (Fundraiser) 
Participants reflected on changes that they had made to their fundraising 
practices that would make them more successful as a result of comparing themselves 
with other organisations. Most organisations had benefited from benchmarking and 
made small and sometimes large changes to their fundraising programs and gained 
further success. Benchmarking around regular giving motivated a number of 
organisations to increase their investment and as a result giving has increased:  
Benchmarking can also highlight the investment for acquisition that other 
organisations make. It’s good to see what similar organisations with similar 
organisation expenditure, what they are spending on fundraising and it’s a 
good way to ask for increases in resources. (Fundraiser) 
Ongoing opportunities for benchmarking included attending conferences and 
networking with similar organisations to find success learnings: 
That’s why conferences and professional development are so key to how we 
keep reviewing and refining an improving. (CEO) 
Benchmarking changes have included staff and data management changes, 
resourcing of programs and adapting programs after other organisations had refined 
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them. Some organisations identified changes that had occurred in compliance with 
fundraising legislation, better practices internally, fine-tuning fundraising programs 
and better usage of data and the database. Fundraisers also reported that benchmarking 
their success against others had provided an internal recognition of this success: 
Internally it's really good again to demonstrate the impact that we're having 
to staff so staff understand that, ‘Hey, you know, we're doing really well here,’ 
even when sometimes the perception is that you think you're not doing well. 
(Fundraiser)  
A secondary question was asked of participants, seeking their views as to the 
underpinning principles of successful fundraising with a sub-theme being identified. 
Principles that underpin fundraising success in organisations (sub-theme) 
Principles were categorised by CEOs as issues relating to: vision, mission and 
case; ethics, culture and professionalism; relationship management; and the business 
of fundraising and required a commitment to them. Fundraisers added principles of 
strategy, growth and the linkage, ability and involvement paradigm (see Table 4.11): 
There are a lot of principles of fundraising. You need to do everything well 
and look at everything that you are doing. Fundamentally strategy is the most 
important thing and then the implementation and how you run your program 
follows. (Fundraiser) 
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Table 4.11: Principles that underpin fundraising success in organisations identified by CEOs and 
Fundraisers 
Focus Principle 
Vision, mission and case 
(CEOs) 
 
Have a vision around where you want to be 
Beware of mission drift 
Articulate a compelling case for support 
Ensure fundraising activities are consistent with mission and vision 
Market the organisation well 
Ethics, culture and 
professionalism (CEOs) 
 
Be highly ethical 
Be honest about needs 
Adhere to your own personal principles 
Use honesty and integrity in everything you do 
Drive a culture of philanthropy 
Be respectful to the donor 
Value the loyalty of your donors 
Run fundraising activities professionally 
Managing relationships 
(CEOs) 
 
Engage people 
Provide a positive experience for the donor 
Have an understanding of donor motivations 
Provide feedback to donors about how the money is being used 
Value relationships 
Nurture current supporters 
Build long-term relationships with donors 
Work with a coalition of partners e.g. Include a charity 
Collaborate with other organisations to achieve mission and goals 
The business of 
fundraising (CEOs) 
 
Have a strategic plan, follow it and review it 
Build diversity of income streams as a risk mitigation strategy 
Assess what you do well and do not do well 
Conduct a thorough cost analysis to ensure activities raise money 
Be prepared to let low producing programs go 
Spread risk in fundraising programs to build resilience for economic 
downturns 
Set key performance indicators for people and programs 
Achieve a consistent good net return, credibly and ethically, growing 
at a reasonable rate 
Work towards generating repeat business 
Have a good understanding between gross and net profit 
Beware of a fundraising activity that appears to be an easy money 
maker 
Fundraising-specific 
(Fundraisers) 
 
Use the linkage, ability and interest paradigm 
Develop the linkages, improve the level of interest and assess the 
giving ability of donors 
Move donors ‘up the pyramid’ 
Focus on strategy and good implementation 
Do everything well 
Grow revenue year by year 
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Theme 4 summary 
The findings from Theme 4 relate to successful fundraising and principles that 
underpin that success. It was revealed that charitable organisations should be run as a 
business with strong leadership and deliberate strategy including fundraising strategy. 
A business model for organisations was developed from CEOs, and Fundraisers 
identified reasons for successful fundraising in relation to resources, processes, 
techniques and donor recognition.  
To improve the performance of an organisation benchmarking was seen to be 
important, either informally, formally or both. The signs and symptoms of 
dysfunctional organisations were identified in detail and a number of principles that 
underpin fundraising success were outlined by all participants. 
A standout theme emerged that understanding and involvement are key 
fundamentals to successful fundraising, particularly in relation to Board members, 
CEOs and Fundraisers, requiring a long-term commitment from the organisation. 
4.2.5 Theme 5: Organisational culture relating to fundraising 
The next section reveals the findings from Research Question 5 that asked 
participants how the culture of the organisation related to fundraising. This section of 
the study focused on culture, its implication for fundraising and its effect on the whole 
organisation. Perceptions around fundraising, driven by the culture, staff engagement, 
how fundraising relates to the achievement of the goals and mission of the 
organisation, and whether the organisation culture allows for seeking and encouraging 
growth and innovation were raised by interviewees. Finally, culture and structure are 
discussed in the context of successful fundraising with some rather definite views. 
Culture and fundraising 
The study indicates that organisational culture influences the performance of 
fundraising. Participants were asked about perceptions of fundraising practice in the 
organisation and to identify some of those perceptions, discussing if these related to 
the culture of the organisation and if changing the culture changed those perceptions. 
Many participants admitted that there were differing opinions surrounding fundraising, 
the need for it, the acceptance of it and the degree of involvement with it. Some staff 
in organisations thought it was easier to obtain government funding than pursue 
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fundraising efforts and there was a lack of understanding of the need for fundraising 
from some sections of the organisations: 
We are very focused on what we're doing. So I think if you went round the 
whole staff here they'd understand what emphasis we have on bequests, what 
emphasis we have on direct mail, what emphasis we have on social media, 
what emphasis we have on younger marketing, what tolerance we have to risk 
with new initiatives. (CEO) 
 
Achieving a positive culture involved understanding 
Organisations worked hard at achieving a better mutual understanding of all 
parts of the organisation including fundraising and this became part of the culture of 
the organisation. It was the shared understanding and what that meant for the 
organisation that determined the culture of the organisation. Involving or engaging the 
whole organisation in fundraising helped build a philanthropic understanding and 
could be a basis for a culture supporting fundraising. Involving program staff in 
fundraising helped them to understand it. Compulsory volunteerism was common and 
was exampled by the CEO: 
There’s an understanding of the need for fundraising. (CEO) 
 
Initially there were different perceptions [about fundraising] but the culture 
started to change once the organisation recruited fundraising professionals 
who were qualified and educated. (CEO) 
 
Culture is hard work 
Despite having different organisation structures, among participants the need for 
determining a positive perception about fundraising was consistently similar and 
setting a culture for philanthropic understanding and fundraising success was 
considered to be hard work but achievable. This hard work from all parts of the 
organisation, led by the CEO, resulted in a better culture of understanding and 
cooperation being built:  
But we've worked really hard at trying to build stronger relationships with 
other departments so they understand what we do and why we do the things 
we do. (Fundraiser) 
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The culture is pretty aligned. There's an understanding of the importance of 
fundraising and the fact that everybody in the organisation really needs to be 
involved in fundraising. (CEO) 
 
Setting up the culture 
The organisation’s culture around fundraising could start to change when 
professional Fundraisers are employed. Respondents recommended measures that 
assist with developing a more positive perception of fundraising, including: 
Fundraisers giving the respect they want for themselves to other departments, 
embedding a culture of saving expenditure rather than just emphasising income 
generation, myth busting about preconceived perceptions of fundraising, and the 
realisation that fundraising was everybody’s business. Organisations set the agenda in 
relation to organisational ethics and a culture for fundraising. As such, with hard work 
from all parts of the organisation, led by the CEO, organisations can build a better 
culture of understanding and cooperation: 
So we had to sort of adjust the culture and help people understand that saving 
dollars by getting pro bono services, getting donation of goods, things that 
saved their costs, was just as important as the dollars that they were 
generating. (CEO) 
 
One of the reasons the organisation is so successful is they’re very strongly 
bound by a common set of principles and common operating ethics. (CEO)  
 
Goals and values aligned with fundraising 
In successful fundraising organisations the goals and values of the organisation 
were aligned with fundraising and fundraising was acknowledged as being 
underpinned by the goals and values of the organisation; they provided a rationale for 
raising more funds. Successful organisations identified respect, compassion, integrity, 
honesty, resilience and innovation as their values and these aligned with their 
knowledge of best fundraising practice: 
They’re in parallel, of course, the values and the goals. The way we raise 
money has to reflect the overall values and goals of the organisation. 
(Fundraiser) 
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Most participants easily articulated the goals and values of the organisation and 
then identified where fundraising fitted in. For organisations where they were totally 
reliant on fundraising, raising funds was a goal to deliver the mission of the 
organisation. Some participants explained that meeting the needs of the organisation’s 
mission was underpinned by fundraising, while others explained that communication 
strategies through fundraising increased community awareness and helped to deliver 
the organisation’s mission. Participants confirmed that fundraising was successful 
because the goals and values of the organisation permeated all parts of the 
organisation: 
The goals and values of the organisation provide a rationale for going about 
raising more funds. The values that underpin the healthcare delivery if 
expressed well to the community will attract support including fundraising 
and philanthropic support. (CEO) 
 
Fundraising achieving the goals and mission 
The interviewees discussed the achievement of the mission and goals of the 
organisation in relation to the degree of input of fundraising into the whole of the 
organisation’s budget. For organisations where fundraising was critical to the 
organisation’s budget, fundraising was also critical to achieving the organisation’s 
goals and mission: 
So, fundraising for whole of the organisation is absolutely vital and without it 
the organisation would go bust. It would not fulfil its mission or its objectives 
if there was not a focus on fundraising. (Fundraiser) 
Even if fundraising contributed less to the overall budget of the organisation it 
still extended the mission and delivered on the goals of the organisation by 
complementing innovation, providing seed funding and supplying various equipment 
the organisation: 
Fundraising allows or extends innovation to fulfil a mission and also areas 
where the government won't fund seed projects and things of that nature. 
We're able to instigate things that wouldn't occur otherwise. The day-to-day 
may not fall apart but the future would be compromised. (Fundraiser) 
  129 
This comment recognised earlier discussions about the value of fundraising in 
organisations, particularly where fundraising enables the organisation to achieve 
independence from government-funding reliance. 
An outward looking culture seeking growth and innovation 
Most organisations made positive comments about their organisation having an 
outward-looking culture, seeking growth and innovation to succeed. This culture was 
developed and led by the organisation’s leadership and it was reported to be a journey. 
Most organisations were always looking for different opportunities, scanning the 
market, speaking with consultants and collaborating with new partners. Fundraising 
had the same expectations:  
That is one of our strengths in that our fundraising people are constantly 
pushing the envelope and looking at ways of how we can be unique and 
different. The people that we get are generally quite creative so they're always 
coming up with ideas and suggestions. (CEO) 
The study indicates that all leaders in the case organisations are open to 
innovation and growth ideas from staff and consultants, willing to take calculated risks 
and are unwilling to lay blame if an idea does not succeed:  
One of our goals is find what works and do it better than anyone else is 
probably more of a cultural standpoint than straight out innovation. 
(Fundraiser) 
A culture that encourages growth and innovation 
Most organisations were very positive about the culture of the organisation 
acting as an enzyme in encouraging this growth and innovation, stating that it inspired 
fundraising. The participants confirmed that organisations that want to be successful 
at fundraising need to have such a culture. Many organisations had specific funds set 
aside for innovation and actively encouraged staff to nominate their ideas or apply for 
funding to see the idea through to fruition: 
We’re making a very deliberate effort to encourage and engage people in 
innovation and thinking around their own program areas. (CEO)  
Participants mentioned that a supportive CEO leading a culture of growth and 
innovation inspired fundraising to innovate, grow and succeed, and participants 
confirmed that a positive organisational culture influenced fundraising success: 
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The simplest of fundraising structures are not going to work if you haven’t got 
a supportive culture and a culture of engagement. (CEO) 
 
Engaging the whole organisation in fundraising 
Permeating through the discussion around cultural issues was the issue of ‘You 
should try and engage the whole organisation in fundraising’, raised by a CEO. This 
reinforces the aspect of organisation-wide relationships alluded to earlier. There was 
strong agreement from all participants that this should occur and that it supported 
successful fundraising. CEOs encouraged engagement in fundraising because it adds 
to the numbers of advocates and storytellers for the organisation, and that could 
influence fundraising opportunities. It also assists in creating a culture that supports 
fundraising and appreciates philanthropy and those who facilitate it through 
fundraising programs. Many interpreted engagement in different ways. Most CEOs 
expected all areas of their organisation to have some understanding of fundraising and 
be involved if that was their choice:  
Everyone should be aware of fundraising and promoting the organisation, 
promoting its needs and so forth. (CEO) 
Fundraisers reinforced the engagement of everyone in fundraising, adding that 
it was a reciprocal activity for Fundraisers to be advocates for other parts of the 
organisation: 
Because we're advocates for their cause and their needs they are equally 
advocates for us. And network and volume is part of the success of 
fundraising. (Fundraiser) 
 
Culture and structure 
The issue that ‘Culture is more important to fundraising success than structure’ 
was raised by a CEO and most participants agreed; however, there were some strong 
views to the contrary. It was agreed that both culture and structure were important and 
to achieve successful fundraising both should be considered. Many participants 
recounted their experiences where the structure may have been there but the culture 
was not right and fundraising did not succeed. It was confirmed that without a good 
culture fundraising would fail despite having a good structure: 
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Culture is about your mission, vision and values and it’s about how the 
organisation sees itself and how it communicates with the general public and 
that’s why people give to you. They don’t give to you because you have the 
right organisational structure. (Fundraiser) 
Of those that considered that structure was more important than culture, all 
acknowledged that culture and structure were both important and many said equal. 
There was disagreement as to which came first, culture or structure: 
Structure is more important. If the whole organisation had a great fundraising 
culture then it would have a good structure so culture is important but you 
have to have the structure to support the culture. (CEO) 
 
Theme 5 summary 
The findings from Theme 5 revolve around organisational culture and how it 
relates to fundraising. The study indicates that organisational culture influences the 
performance of fundraising. Setting up and maintaining a culture that is outward-
looking and seeking growth and innovation to succeed is dependent on the CEO and 
senior leadership understanding and being involved in fundraising; in other words 
leading by example. In case organisations the goals and values of the organisation were 
aligned with fundraising and fundraising was acknowledged as being underpinned by 
these. Fundraising was acknowledged as extending mission and delivered on the goals 
of the organisation. It was agreed that both culture and structure are important, and to 
achieve successful fundraising both should be considered.  
4.2.6 Theme 6: Barriers to success and changes required 
In Research Question 6 participants were asked to identify barriers to successful 
fundraising and the internal changes required to respond to those barriers. This section 
reports on the internal barriers that could hinder success, external forces that affect 
fundraising, internal changes that could increase fundraising success, the relationship 
between fundraising success and structure, and other factors that affect fundraising 
practice. 
Internal barriers hindering success 
A number of internal barriers were identified by CEOs (see Table 4.12) in regard 
to: Board activity or non-activity; the organisation itself, including issues relating to 
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culture, working together and delivery of the mission; the marketplace that the 
organisation is responding to; having particular projects or services that require 
funding; having the right resources; and various people issues. In regard to Board 
activity, barriers included a lack of future strategic focus and not having a long-term 
vision for the organisation. An individual not using their networks was seen as a 
barrier, as well as the Board overall being too sensitive to overheads and focussing on 
cost ratios rather than looking to long-term investment results:  
The Board are sensitive to our overhead ratios. So any requests to put more 
funds into fundraising will also be looked at, what they see as a risk that will 
be criticised for not being wise stewards of funds. (CEO) 
Table 4.12: Barriers within the organisation that hinder an organisation’s ability to raise more funds as 
identified by CEOs 
Focus Barrier 
Board 
 
Individuals not using their networks 
Lack of strategy development 
Lack of future focus or future needs  
Lack of long-term vision 
Too much sensitivity on overheads and cost ratios 
Fundraising not having a presence or representation at Board meetings 
Organisation Geography of locality of organisational boundaries 
Self-imposed limitation on resources invested 
Not having strategic direction 
Having strategic direction but not planning steps to achieve it 
Constitution and organisational rules that inhibit fundraising involvement 
Risk of relying on previous fundraising success that may not reoccur 
Wanting to be first to market versus complacency 
Organisation without a good reputation 
Culture 
 
Internal culture of not giving by mission recipients 
Not having a fundraising-oriented culture or wanting to build one 
Working 
together 
 
Interdepartmental inability to work together 
Non-support of organisation infrastructure (HR, Finance, Administration) 
Lack of recognition of fundraising, its opportunities, achievements and 
challenges 
Restrictions around employment practices 
Restrictions around technology 
Delivery of 
mission 
 
Lack of program or service development  
Getting a better balance between program and fundraising where there is 
competition for resources 
The market 
place 
 
Competition from other charities with same cause 
Reluctance of organisations to merge with same cause charities 
Reluctance of organisations to combine administration functions to save money 
and become more efficient 
Market saturation around some fundraising programs 
Media-generated perceptions around government funding being sufficient  
Politicians perpetuating government funding sufficiency 
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Focus Barrier 
Projects to fund 
 
Not having targeted projects 
Internal disagreement about need for some projects 
Public perception of need being real 
Public perception of comparison of needs in the community 
Not listening to researchers about projects to fund 
Leaders of the organisation not agreeing about projects  
Projects not meeting donor interests 
Funding that demands extra funding from the organisation that is difficult to 
achieve 
Having to refuse funding that is not a priority of the organisation 
Resources – the 
right resources 
 
Not having capacity to invest 
Needing more sophisticated tools and the know-how to use them 
Self-imposed minimisation of successful fundraising 
Not having good data 
Not having resources to build awareness about the mission 
Not receiving information from the organisation e.g. volunteer lists 
People 
 
Ongoing recruitment, training and staff development requirements 
Ongoing learning needs and people not ‘knowing’ fundraising 
Not having the right sort of people 
People lacking skills 
The need for people who bring fresh ideas into the organisation 
Keeping staff motivation when innovation is necessary 
Staff swamped in administration and extra campaigns to manage 
Supplier input/knowledge as opposed to staff knowledge 
 
A number of barriers related to the organisation itself including lack of clarity 
around purpose, lack of management expertise, the constitution of the organisation and 
geographical boundaries that inhibit growth. A number of barriers were identified 
where the organisation was not working together well and the interdepartmental 
support of fundraising was lacking with various restrictions applied:  
If there was not a willingness of people within the organisation to provide 
appropriate infrastructure, we would find it very hard to do our job because 
we’d be spending all our time doing administration, not out there actually 
raising the funds. (CEO) 
As a result of these barriers organisations experienced internal competition for 
funding of the fundraising section as opposed to the program delivery section: 
Until I, the CEO, did further fundraising education I erred on the side of 
service delivery but then I understood more about long-term sustainability 
and fundraising success to deliver more services. (CEO) 
The topic of working within the marketplace then identified the barriers of 
increasing competition from same-cause charities as well as new charities entering the 
marketplace. Further barriers were identified around some projects that organisations 
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sought funding for, inhibited by project leaders and the viability or priority around 
some of those projects in the organisation. More barriers related to having the ‘right 
resources’, having the capacity to invest, not having good data to work with and not 
receiving complete information to allow fundraising to function properly:  
Not having the right type of resource, to be able to go out there and be more 
sophisticated in the way we put a particular program or strategy together is 
a barrier. (CEO) 
The final barrier was about people and the implications of the lack of skill, 
knowledge and campaign management ability of fundraising staff:  
So it is a balance around how do you keep your people motivated without them 
feeling swamped by having to deliver yet another program or activity. (CEO) 
Fundraisers agreed with many barriers highlighted by CEOs, but their 
discussions focused on the organisation, its structure, culture, processes and resources 
(see Table 4.13). In regard to resources, barriers included not having some or enough 
resources for staff, fundraising program delivery and infrastructure, as well as 
unskilled people, technology and no natural constituencies to gain major gifts from: 
My job is to make sure that the staff that we’ve hired to do those programs 
have the space and the resources to be able to do it and not being able to do 
that is a barrier. (Fundraiser)  
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Table 4.13: Barriers within organisations that hinder raising more funds identified by Fundraisers 
Focus Barrier 
The organisation – its 
structure, culture and 
processes 
 
Where fundraising sits in the organisation structure 
The top structure of the organisation being unsupportive of fundraising 
Negative culture towards fundraising 
A culture of ‘busyness' 
Public perception that public hospitals don’t require further funding 
Political game-playing over funding promises from government 
Due processes not being followed in regard to priority of projects 
A consistent pipeline and a clear pipeline of high priority needs 
No clear indication of what funds are needed and why 
Resources including 
people 
 
 
No investment in people and resources 
No resources to do the job 
Not enough resources in staff, acquisition and infrastructure 
Unskilled people 
No natural constituency of high value donors 
No internal technology to be able to do better fundraising 
 
External forces affecting fundraising and managing them 
CEOs highlighted numerous external forces (see Table 4.14) that affected their 
fundraising, with the economy and government dominating their concerns, as well as 
disasters, competition from other charities and public perceptions about the 
organisation’s needs. Other issues related to resources and donors. Most highlighted a 
number of factors, with the GFC being the issue of most concern: 
While our donor numbers have continued to rise indicating we are getting our 
message out, the average donation has dropped indicating the demand on 
people’s philanthropic funds has been growing. (CEO) 
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Table 4.14: External forces that affect fundraising identified by CEOs 
External force Detail 
Economy Dollar valuation and devaluation 
 Global financial crisis 
 Change in economic circumstances 
Government Changing policies 
 Changing budgets 
 Red tape 
 Reporting demands 
 Devaluation of benefits (e.g. salary sacrifice) 
 Nonprofit reform bringing uncertainty 
 Many different regulatory requirements 
Disasters – domestic or international  
Competition from other charities  
Public perceptions around the cause  
Resources Ability to attract and retain good staff 
 Remuneration competition for health staff 
 Lack of capacity to lobby for advocacy 
 Unfunded demands on services 
Donors Changes to Australian church-going habits 
 Baby boomers changing desires about giving 
 
Gen Y and how they want to give and be involved 
in charities 
 Australian understanding of philanthropy 
  Lack of constituency in regional Australia 
 
In relation to the economy, international organisations highlighted the 
devaluation of the dollar and any change in economic circumstances. Both state and 
federal governments were referred to as affecting organisations in various ways when 
they changed policies, budgets, reporting requirements and regulations. There was 
uncertainty about nonprofit reform and the participants referred to the ‘red tape’ that 
required further resources that were already stretched. A number of participants 
referred to external forces and the changing needs of current donors as compared to 
those from previous generations. Many referred to the difficulty in sustaining resources 
within such a competitive environment. Staff recruitment and retainment was of great 
concern when there were reducing benefits provided by the government:  
Concessions that were provided for the sector, like fringe benefits exceptions, 
have had no indexing or increase, so packaging is less attractive. There’s been 
no real increase at all, so the value of those sorts of things hasn’t improved 
and that’s reduced our competiveness. (CEO) 
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One CEO discussed the Australian understanding of philanthropy as opposed to 
other countries, and the need for sustained education for the Australian population in 
understanding it and taking part in it: 
We have an absolute obligation to be the educators and promoters of 
philanthropy as well as just Fundraisers. (CEO) 
In managing these external forces (see Table 4.15) and responding to them, terms 
such as ‘difficult’, ‘constantly challenging’, ‘significant impact’, putting ‘pressure’ 
and ‘strain’ on fundraising were used. While some discussed the negative impact of 
these forces others mentioned that opportunities arose and they were able to use other 
resources to ‘weather the storm’. Some organisations were not worried by disasters 
and the economy and related that these issues do not affect their fundraising:  
We were a bit shaken like everybody when the GFC came along as well as 
natural disasters. Our response to those has been to look at where we thought 
our supporter base might be impacted and decide whether we needed to take 
any action to either divert or do something different. None of the things that 
have happened have needed us to do that. (CEO)  
Table 4.15: How organisations respond to external forces 
Action Detail 
Change  … the means of engagement to meet donor expectations 
Educate … people about philanthropy 
Understand … donor motivations better 
Explain … impact of giving to donors 
Complete and increase … the experience of giving 
Cultivate … ‘mum and dad’ supporters and supporters for the future 
Hang on … to old supporters 
Maintain … relationships 
Provide … giving options for all generations 
Involve … people in the organisation 
Work to keep … supporters 
Focus … on the stewardship of current donors 
Build … loyalty 
Explain … long-term benefits and prolonged impact of donations 
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Some organisations related that these forces, for example natural disasters and 
the economy, made it more difficult to conduct fundraising and others responded that 
it made it impossible to do some types of fundraising. The most significant ways 
organisations responded to these barriers were in relation to their donors; organisations 
needed to change the way they operated in regard to some constituencies, 
understanding donor motivations, involving donors in the organisation in various 
ways, cultivating and stewarding relationships to maintain loyalty, while explaining 
the impact of donations for the present and the future: 
The organisation responds by focusing on its stewardship of its current 
donors. It is necessary to build such loyalty that when further disasters happen 
donors would donate but keep their loyalty to this organisation and its need 
to meet its goals and mission. (CEO) 
Fundraisers basically agreed with the identification of external forces but 
identified an additional external force, that being ‘bad press’ for whatever reason. 
Fundraisers thought that organisations should develop a broad portfolio of fundraising 
streams, maintain current relationships, engage donors and ask for bigger gifts from 
current donors, and intensify their efforts. Dealing with the issue of bad press and 
similar issues required a communication plan with a view to conducting dialogue with 
various stakeholders groups. In other cases Fundraisers took a more aggressive means 
of dealing with external forces and some were critical of organisations that did not 
adequately prepare for negative happenings by developing a broader portfolio of 
fundraising programs that could withstand some of these forces:  
Make sure you've got a portfolio of fundraising streams that will help you 
weather the storm. (Fundraiser) 
 
Organisations blamed external factors when internal decision-making in 
setting up programs was insufficient. (Fundraiser) 
 
Don’t blame the donors. (Fundraiser) 
To minimise the impact of these barriers and agreeing with the CEOs, 
Fundraisers recommended to maintain relationships, engage donors and ask for bigger 
gifts from those donors. Another Fundraiser encouraged organisations not to panic: 
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We didn’t stop what we were doing and we intensified what we were doing 
and also found new sources, which is pretty hard. (Fundraiser) 
A secondary question was asked of participants in relation to the changes that 
should be considered to increase results with a sub-theme being identified.  
Internal changes to increase fundraising success (sub-theme) 
CEOs suggested a number of internal changes that they thought would help them 
raise more funds (see Table 4.16) including issues around strategy, the Board and 
leadership of the organisation, people working in the organisation as well as various 
other items relating to the organisation as a whole. Some issues were beyond their 
control while some mentioned issues that were underway in relation to change. In 
regard to strategy, CEOs mentioned developing longer-term strategies and more 
coordinated strategies around fundraising programs: 
I would like to find a better way for us to work in the major gifts space where 
we could remove state boundaries and get a team working on major gifts 
nationally rather than doing that locally because you’ve just got to have good 
people and let them get out there and follow leads and do deals. (CEO) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Table 4.16: Changes CEOs would implement within organisations to raise more funds 
Focus Action 
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Strategy 
 
Develop a longer-term investment strategy around bequests 
Develop a national strategic approach around major gifts 
Become more strategic around fundraising 
Complete organisation strategic plan 
Board and 
leadership 
 
Change the structure of the organisation 
Change the composition of the Board 
Improve the capabilities of Board members 
Find a leader to develop a fundraising strategic plan and manage it 
People 
 
Maintain good people 
Recruit more highly-qualified people 
Recruit more fundraising staff comfortable about asking for money 
Increase fundraising know-how 
Generate a better attitude to learning, teamwork, losing baggage 
The organisation 
 
Change the location of the organisation 
Change the commercial arrangements of the larger entity to benefit 
fundraising 
Increase fundraising resources 
Develop better relationships with a larger entity 
Collaborate on funding projects with other organisations 
Initiate stronger brand positioning 
Communicate generally about great net fundraising 
What they did or 
are doing 
 
Rebranded under a more recognised name 
Increased fundraising knowledge 
Worked out how to get better information to be able to target the right areas 
Working on a better donor base 
 
In regard to the Board and leadership issues, changes in Board members and 
their placement on the Board according to their skills and abilities were mentioned, as 
well as finding strategic fundraising leadership. CEOs wanted to maintain the good 
people that they had but wanted to recruit more highly-qualified and knowledgeable 
people who were comfortable asking for money and who had a good attitude:  
I would like a silicon chip of fundraising know-how to implant in people; the 
quick journey to knowledge. (CEO) 
Most issues were identified in relation to the whole organisation. Changing the 
location of the organisation, the commercial arrangements of the larger entity, 
increasing fundraising resources, developing better relationships with the larger entity 
and collaborating on funding projects with other organisations were mentioned as 
issues needing change:  
I found co-funding was the way to go, so to put some money on the table with 
another organisation and say let’s do this together, because what that means 
is my dollars get stretched further. (CEO) 
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Regarding messaging of the organisation, developing stronger brand positioning 
was mentioned as well as the desire to communicate fundraising results in net terms, 
rather than gross terms, as the majority of organisations did. Some CEOs confirmed 
that they were making changes to address their situation. More than one organisation 
had rebranded under another name that was less limiting in terms of the location of the 
organisation, others had increased their fundraising knowledge and others were 
working on acquiring a better database or improving the workability of their existing 
database:  
What we’re trying to do is to get much more strategic and much more focus 
in our fundraising strategy and it’s not a resources issue, it’s just getting 
smarter and better information to be able to target the right areas. 
(Fundraiser) 
According to most Fundraisers more fundraising staff are needed and most other 
issues mentioned were outside of their ability to change. Issues included all staff 
following due process, recruiting people with a higher level of expertise in data 
analysis and information technology competencies, and producing information about 
the organisation in a more fundraising-focused manner. Fundraisers also mentioned 
reallocating resources to areas that have a much higher return and becoming more 
donor-centric, understanding the donor engagement needs of supporters: 
It's about becoming more donor-centric and understanding what engagement 
people want to have with us whereas we've been probably a bit more 
prescriptive. (Fundraiser)  
The relationship between the organisation structure and fundraising 
This section of the study explored the importance of the relationship between the 
organisation structure and fundraising. All CEOs agreed emphatically that there was a 
relationship between the organisation structure and the ability to raise funds with a few 
qualifying their responses. All referred to the need for a necessary structure to be in 
place for fundraising ‘to do its job’, the focus that this structure gives fundraising, and 
the professionalism and drive that helps fundraising achieve:  
Getting the right structure does mean that you maintain that focus and that 
drive within the organisation for the whole organisation. (CEO) 
Structure was also discussed in relation to the sustainability of the whole 
organisation:  
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Allowing for fundraising in the structure is important to the organisation’s 
capacity to raise funds and the ongoing sustainability of the organisation. 
Having fundraising in the structure allows fundraising staff to understand 
about other departments and allows other staff to understand fundraising. A 
collaborative ownership of the process of fundraising is a result. If staff within 
the organisation are working in silos, fundraising will fail. (CEO) 
 
You need to be focused on what you do and give yourself the best structural 
opportunity to do it. (CEO)  
Further discussion related to some charities where there are illogical fundraising 
structures and where fundraising is stifled:  
The other part of that is misunderstanding what fundraising is. It’s either seen 
as some sort of derivation of a commercial activity, or an embarrassment, or 
as something that people are only sort of half committed to. All will stop 
effectiveness. (CEO)  
CEOs further explained that culture and the people within that culture are 
important and having the right people in the right roles is necessary to support the 
culture and structure:  
It comes back to the people and the culture and that willingness to work 
effectively. I think that’s more important than structure. (CEO) 
 
All Fundraisers agreed with these sentiments around structure, people and 
culture:  
If your structure doesn't support raising money and doesn't give it a certain 
priority then it's not going to work. We're fortunate that our structures in 
particularly [sic] the operational department are really structured to help us 
do our fundraising better. (Fundraiser)  
Finally, two Fundraisers raised warnings about the relationship of fundraising to 
the structure.  
If there are too many barriers in the structure it is too hard to fundraise. 
(Fundraiser) 
Organisational structure can impact on the raising of funds. (Fundraiser) 
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The question of ‘Is there a relationship between fundraising and the 
organisational structure?’ was raised by a CEO and all CEOs and Fundraisers 
emphatically agreed that there was by reflecting on earlier discussions:  
It has to be seen as a key function of an organisation. It needs to be aligned 
with the organisation’s vision and ambition. It needs to be one of the key 
drivers of how the organisation is going to achieve its goals. (CEO) 
 
Increasing organisations in the sector and donor interaction 
Pursuant to the number of internal barriers and external forces that challenged 
organisations two further issues arose in relation to the numbers of organisations in the 
marketplace: donor confusion and the advancement of philanthropy. As one CEO 
stated: ‘Because there are so many organisations out there, donors are confused as to 
where their money goes.’ Overall participants strongly agreed with this statement. 
Confusion is caused because there are many organisations in the marketplace 
seemingly supporting the same cause, using a variety of names or symbols that then 
tends to confuse donors. This results in donors perceiving that there is duplication of 
services offered and that this is a waste of the charity dollar: 
There is confusion and people don’t recognise which organisation they are 
supporting. (CEO) 
Participants all acknowledged the trust that donors display when making 
donations, despite the proliferation of charities and causes. However, not all agreed 
about donor confusion: 
I don’t think confused is the right word but I don’t think they'd be totally clear 
where it's going all the time but they would sort of have trust in the 
organisation that it's going to the right places. (CEO) 
With all Fundraisers agreeing with this issue, discussion focused on the 
communication that organisations need to have with their donors to allay confusion. 
However, one Fundraiser emphasised that the media was not helping and their stories 
often resulted in more confusion. The degree of competition in the marketplace was 
acknowledged by Fundraisers and particularly the seemingly unnecessary competition 
by same-cause charities. 
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Another issue arose from this discussion: ‘Despite there being so many 
organisations out there, more people should give rather than less organisations 
asking’. This issue was raised by a CEO but there was no strong agreement by 
participants. Some agreed with only part of the issue. A common theme was that there 
are many causes and they should all be accepted as being valid and deserving of 
philanthropy. Many referred to other countries, particularly North America, where 
there is more of an understanding of the need for philanthropy. Fundraisers particularly 
discussed the need for public education of philanthropy: 
As a fundraising profession what we need to do more of is encouraging people 
to give. (Fundraiser) 
However, a number of participants discussed the need for some rationalisation 
and that also meant mergers and collaborations should take place. Many participants 
were critical of so many smaller organisations asking for donations. Discussion also 
led to the need for less duplication of services: 
We should get our act together as a sector and see when we can collaborate. 
(CEO) 
 
Theme 6 summary 
The findings in Theme 6 focus on internal and external barriers that hinder 
fundraising success and changes that organisations could make to minimise their 
impact. The findings reveal a number of strategies for managing external forces and 
identify a number of internal changes that could be implemented to help raise more 
funds. 
All participants agreed that there is a relationship between fundraising and the 
organisation structure reflecting discussions earlier in the study. The issue around the 
rationalisation of charity players in the health sector was discussed, offering the view 
that there is scope for mergers and collaborations to take place, but no general 
agreement about the process or need. 
4.2.7 Themes identified through the raising of issues 
Issues arose during discussion around the six research questions: structure, 
resourcing and relationships. Appendix 4 contains a table indicating respondents’ 
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agreement or disagreement with each issue and where there was complete agreement 
amongst participants. 
Structure, resourcing and relationships 
Of the 15 convergent issues discussed with interviewees two achieved complete 
agreement: ‘There is a relationship between fundraising and the organisation 
structure’ and ‘The CEO must be involved in fundraising’. The first issue is crucial to 
this study because it forms the basis for examining structure relating to successful 
fundraising and from this other themes emerged and discussions took place. The issue 
was raised by a CEO and was emphatically agreed with by all. The second issue 
relating to the involvement of the CEO is also important because it emerged as the one 
agreement throughout all other discussions and was the acknowledged experience of 
organisations that were successful at fundraising.  
Most of the issues raised directly related to the resourcing of fundraising in 
organisations and the structure of the organisation. This indicates that not only is the 
structure important but so is the type of resourcing and degree of resourcing. A number 
of issues relating to the governance of the organisation arose, but these were in relation 
to the resourcing and structure of the organisation. Various aspects of resourcing 
identified investment (mainly financial and people), involvement of major 
stakeholders (particularly the Board and CEO), and other contributing factors for 
example marketing, culture and donor relationships.  
In relation to structural issues, an issue relating to culture was the last issue 
identified and this brought strong views arguing that, overall, ‘Culture is more 
important to fundraising success than structure’ (CEO). Many participants were of the 
view that both culture and structure were important but there was a consensus that 
cultural factors influenced the success of organisations conducting fundraising and 
many organisations that were not successful at fundraising ignore this fact. 
Only one of the issues divided comments from interviewees because there was 
often agreement with the first part of the issue and disagreement with the second. The 
issue of ‘More people should give rather than less organisations asking’ was raised 
by a CEO in relation to the proliferation of charitable organisations that were 
requesting donations. This aspect divided the interviewees because of varying beliefs 
about the viability and sustainability of increasing numbers of organisations emerging, 
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rather than merging with existing organisations. There was a divide amongst 
participants about the formation of new organisations that often are fundraising for 
what seems to be causes that already exist in charitable organisations, resulting in 
further competition for the charitable dollar and deemed as unnecessary. Contrary to 
this view was the strong opinion of many participants that it is acceptable for more 
organisations to enter the charity field because they vary in their mission to existing 
organisations and the higher need was that more people should give to sustain these 
and all charitable organisations rather than discourage new entries. 
Overall agreement with structure, resourcing and relationships – CEOs as 
interviewees 
Apart from the two issues where there was complete agreement from all 
participants, CEOs did not unanimously agree with any of the other issues; however, 
it is of note that most of the issues were raised by CEOs as opposed to Fundraisers, 
implying that with their overall responsibility for the organisation and their overview 
of all aspects there were certain issues of importance to them, bringing general 
agreement from their peers. There was strong agreement amongst the CEOs on nine 
of the 15 issues and these issues predominantly related to the resourcing of fundraising 
and the structure of the organisation. Of the 20 CEOs, six were female and these 
females had complete agreement on three more issues, with these issues relating to the 
Board’s understanding of the need for investment in fundraising, the engagement of 
the whole organisation in fundraising and that ‘Marketing is vital to fundraising 
success’. There were strong organisational communication strategies involved with 
these issues. 
More complete agreement and CEO involved in Fundraising – Fundraisers 
as interviewees 
Fundraisers had complete agreement with five of the 15 issues, four of them 
having been raised by CEOs, but still had strong agreement with most of the remaining 
issues. Four of the issues related to structure with the other issue being ‘Donors are 
confused as to where their money goes’. This was a concern to Fundraisers because 
they had a direct relationship with donors and it was a consequence of so many 
organisations in the marketplace competing for the charitable dollar, some appearing 
to be ‘same-cause’ organisations. Since a Fundraiser raised the issue that ‘The CEO 
must be involved in fundraising’, it is significant that it was a Fundraiser who made 
this observation because all other participants agreed that it was an important factor. 
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Summary:Raising of Issues 
The final part of the study revealed findings from the raising of issues through 
CI with these issues being grouped under structure, resourcing and relationships. The 
issues raised allowed other discussions to be funnelled under these topics, requesting 
participants’ agreement or disagreement. While there was strong agreement on many 
of the issues, two achieved complete agreement: ‘There is a relationship between 
fundraising and the organisation structure’ and ‘The CEO must be involved in 
fundraising’. 
4.3 CHAPTER SUMMARY 
The findings reported in this chapter reveal a wide range of themes and models. 
In addition to the monetary value that fundraising provides, fundraising assists 
organisations to deliver their mission and goals. An optimal fundraising structure was 
identified for organisations and a number of key relationships were discussed key to 
fundraising performance feeding into organisational performance. The two-step 
process was revealed for organisational set-up and growth, with elements of a 
successful fundraising strategy being outlined. Respondents revealed not only success 
factors for successful fundraising but also numerous recommendations, comparing 
their success to dysfunctional organisations and outlining the indicators of 
dysfunctionality.  
All participants confirmed that the structure of the organisation in relation to 
fundraising reflected the priority that the organisation placed on fundraising; if 
fundraising was important to an organisation the structure should reflect that, with a 
direct link from the fundraising leader to the CEO and overall strategy. 
The two standout findings, achieving complete agreement amongst respondents, 
were that ‘There is a relationship between fundraising and the organisation structure’ 
and ‘The CEO must be involved in fundraising’. The first issue is crucial to this study 
because it forms the basis for examining structure relating to successful fundraising 
and from this other themes emerged and discussions took place. The second issue 
relating to the involvement of the CEO is also important because it received unanimous 
agreement among respondents and was the acknowledged experience of organisations 
that were successful at fundraising.  
 148  
The final chapter follows, drawing conclusions for fundraising practice, 
outlining the contribution to the body of knowledge and the implications for theory 
underpinning fundraising practice in the development of a theory of fundraising 
effectiveness. 
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Chapter 5: Conclusions and Implications 
5.1 CHAPTER OVERVIEW 
The literature review in Chapter Two concluded that despite many studies on 
fundraising effectiveness and the two models that have been developed relating to 
fundraising success (Cohu, 2012) and giving behaviour (Sargeant & Woodliffe, 2007) 
there is a major gap in terms of holistic models that could inform Fundraising 
Effectiveness Theory. A possible framework model was developed indicating 
extraorganisational and intraorganisational factors that could contribute to fundraising 
effectiveness, all of which were reviewed in that chapter. The model was presented in 
Chapter Two and is revisited as Figure 5.1 as the base on which the study findings 
build.  
 
 
Figure 5.1: Fundraising effectiveness model (presented in Chapter 2 as Figure 2.8) 
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It is clear from the preceding chapter that key messages emerge for both theory 
and practice. Accordingly, this chapter draws conclusions and considers the 
implications of the research findings. It reviews the research problem, offering 
discussion, models and guidelines for organisations from the study. These new models 
and conclusions also extend the theoretical picture of fundraising effectiveness and 
cement the notion of a Theory of Fundraising Effectiveness. The contribution of 
literature to the study is recapped, followed by a review of the research framework and 
methodology. As with any study, the research has limitations and the chapter considers 
these before indicating future research directions.  
Two initial contributions from this thesis relate to how the role of fundraising is 
conceptualised. Firstly the study has distilled the three distinct ways that fundraising 
contributes to organisations (critical, important and value-adding). Secondly it offers 
a resounding recognition that fundraising assists with mission delivery. Further, the 
thesis pinpoints the key intraorganisational relationships in successful fundraising – 
the Board, CEO, wider organisation and the Fundraiser – and how the interplay of 
these relationships lays the groundwork for the development of the organisation into a 
successful fundraising entity. In particular, the involvement of the CEO was proven to 
be critical to successful fundraising. Despite a clear relationship between fundraising 
and the organisation structure, the study found additional important elements to 
successful fundraising beyond organisation structure alone, namely: reporting lines, 
key relationships, a philanthropic culture, an organisation-wide understanding of 
fundraising and the need for investment into fundraising. 
From the data, three useful contributions to practice were developed: 
Characteristics for CEO and Fundraiser position descriptions and an eight-step guide 
for organisational setup and development to optimise fundraising success that 
synthesizes many of the above characteristics of fundraising effectiveness. 
Synthesis is perhaps the most notable contribution of this thesis at a theoretical 
level. This study has built on prior scattered and largely standalone studies that 
consider aspects of fundraising success and effectiveness and with the findings 
uncovered in the current study forged them into a body of Fundraising Effectiveness 
Theory that provides a framework for researchers, students and practitioners alike.  
The chapter opens with the findings presented under each of the main research 
questions relating to the research problem. 
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5.2 RESEARCH QUESTION 
What are the organisational factors that drive fundraising effectiveness? 
To understand which organisational factors drive fundraising effectiveness it is 
useful firstly to consider the range of contributions that fundraising makes to an 
organisation to get an idea of what effective fundraising represents. Reflecting the 
views of study participants, fundraising contributes financially to an organisation, and 
also assists with mission delivery. 
5.2.1 Financial contribution of fundraising 
Fundraising’s contribution was ranked at three levels of importance: critical, 
important or value-adding. Significantly, fundraising was seen by all to benefit an 
organisation, whether it was of small or large input. Further, interviewees were keen 
to recognise that contribution as being unique and valuable, especially as it assists an 
organisation to deliver its mission and meet its goals. These findings are not 
necessarily inconsistent with existing research but significantly they clarify for 
organisations and for the body of knowledge that three levels of fundraising 
contribution typically exist and all are positive and valid. These findings allow 
organisations to consider and better recognise their chosen level of fundraising 
commitment, assisting them to consider the resources that are required to achieve those 
levels.  
Strategically, when an organisation is set up and its funding sources are 
determined, considering the potential of fundraising as critical, important or value-
adding can influence the other funding mix options (e.g. a social enterprise or earned 
income) that will be necessary to run the organisation and shape its future. Deciding 
whether to pursue fundraising is a fundamental step that will mould the organisation’s 
early development, planning and staffing. Certainly, as an organisation grows and 
increases its contribution to the community, whether to pursue fundraising can again 
be considered; however, this research indicates that success is more likely if the need 
for and path towards fundraising is determined early in the organisational setup. 
Successful fundraising organisations typically commit early in their lifecycle to a 
funding mix that involves dollars beyond just government ones. As some organisations 
indicated, deliberate steps to rely on fundraising to provide major and critical funding 
shapes the direction of the organisation and its independence from conditional 
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government income. Other organisations were happy to pursue government funding 
and fundraising was still important but not as critical. For many other organisations 
having fundraising as value-adding was still an important factor and indeed 
contributed as seed funding on many occasions, providing useful evidence of 
successful services that went on to attract recurrent government funding.  
5.2.2  Fundraising assists mission delivery 
Organisations confirmed that because of the unique nature of fundraising and the 
involvement of its constituency and the wider community, fundraising helps quite 
holistically in the delivery of the mission. This occurs because people understand more 
about the organisation and contribute to it, not only financially but through 
volunteering, which is consistent with the definition of philanthropy: of helping others 
(or mankind). While fundraising in Australia is increasingly understood and 
appreciated as more than ‘asking for money’ it is significant that interviewees 
acknowledged the vital contribution – beyond raw dollars – that fundraising makes 
towards the organisational mission. 
Building on this context, key findings about four intraorganisational factors that 
drive fundraising success are presented: strategy, resources, culture and the role of the 
CEO. 
5.2.3 Strategy 
The first organisational factor that drives fundraising effectiveness is strategy. A 
key finding is the identification of the elements of a successful fundraising strategy 
(see Table 4.3) that outline the basics of establishing fundraising support and various 
components that, when gradually increased, evolve to a strategically-focused and 
successful program. While a number of elements were identified the focus was on 
building constituencies, programs and awareness, then increasing activity in those 
areas - engaging with supporters, testing and examining programs to increase results 
and their contribution to the organisation. Key relationships are developed and 
intertwined in these strategic elements. Fundraising strategies were always linked to 
organisational strategies and the study reveals that all the case study organisations took 
time to strategically consider their future with detailed written plans including 
operational plans. In most organisations all parts of the organisation had key 
performance indicators, goals and targets. Fundraising was part of this strategic 
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planning process and was considered equally along with other parts of the 
organisation. 
5.2.4 Resources 
To achieve these strategies the organisations understood that resources were 
required and this was particularly so in supplying the means to ensure fundraising 
success. Fundraisers were particularly critical of organisations that did not resource 
fundraising adequately and yet expected good fundraising results. All organisations in 
the study considered that they resourced fundraising fairly well even though they 
would have liked to increase those resources. This study confirms that fundraising 
must be resourced and requires conscious investment from the organisation. This 
consistent theme of investment in fundraising is a key component to the setup of the 
organisation and not investing in resources is a barrier to success. The business model 
(see Table 4.4) discussed later in the chapter also indicates a number of facets of 
investment. The finding of strong agreement amongst all participants that their Board 
understood investment in fundraising is important. If the Board understands 
investment in and the resourcing of fundraising then the organisation will have fewer 
barriers to its supply. 
5.2.5 Culture 
The next organisational factor focuses on culture and how it relates to 
fundraising, revisiting the concept that fundraising helps achieve the organisation’s 
mission. The study reveals that: 
 fundraising contributes to culture 
 innovation within an organisation builds culture 
 fundraising informs culture 
 culture and structure are both important to fundraising success. 
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Fundraising contributes to culture 
This study aimed to establish if there was a connection between organisational 
culture and fundraising performance and which facets of this connection relate to 
successful fundraising. All organisations in the study confirmed that the goals and 
values of the organisation align with fundraising and fundraising assists in achieving 
the organisation’s goals and mission. As mentioned earlier, participants agreed that 
despite the large or small financial contribution that fundraising makes in an 
organisation it plays an important role in mission achievement and boosting culture. 
Innovation builds culture 
Further, participants agreed that their organisation’s outward looking culture 
sought growth and innovation. Some participants referred to an ‘innovation fund’ that 
anyone in the organisation could access. It was often those working in fundraising that 
were developing innovative means, systems or partnerships to raise more funds. 
Culture requires an understanding of fundraising 
The study reveals that understanding fundraising and involvement in fundraising 
contributes to a positive culture in the organisation and works towards an organisation 
improving fundraising performance. Understanding fundraising, understanding the 
contribution of fundraising and engaging the whole organisation in fundraising are all 
stepping stones to a positive culture that is built with hard work and spearheaded by 
the leaders of the organisation. Participants never underestimated the value of 
relationship building and the time that culture-building requires and affirmed that 
fundraising contributes positively to building culture. 
Culture and structure are both important  
The study confirms that without a ‘good’ and supportive culture fundraising will 
fail despite having a good structure: culture and structure are both important to get 
right. While other studies have considered culture in organisations in relation to 
fundraising, this study confirms that for organisations wanting to be successful at 
fundraising a whole of organisational effort and engagement is required based on the 
view that fundraising plays a strong role in achieving the organisation’s goals and 
mission. Many participants recounted their experiences where the structure may have 
been there but the culture was not right and fundraising did not succeed. Thus the study 
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confirms that without a good culture fundraising will fail regardless of a workable 
structure being in place.  
5.2.6 The role of the CEO 
The most substantial findings in the study arose from the agreements amongst 
the respondents as they participated in CI. While there was strong agreement on a 
number of issues relating to structure, resourcing and relationships, the most notable 
findings were where the participants had unanimous agreement. One such issue was 
‘the CEO must be involved in fundraising’. 
The critical role of the CEO is summed up by one CEO’s comment that, 
‘everyone in the organisation is a Fundraiser and I'm the chief Fundraiser’. All 
participants in the study agreed that the role of the CEO is important for fundraising 
leadership of the organisation, integrating fundraising into the structure of the 
organisation, educating the Board and trying to engage the whole organisation in 
fundraising in some respect. The key relationships outlined earlier reinforce the 
significant role of the CEO in relation to the organisation, the Board and the 
Fundraiser. 
5.3 SUB-QUESTION 1A 
What structures are used to support successful fundraising? 
5.3.1 Fundraising Structures and Key Relationships 
To further answer the research problem, structures and models are presented here 
that the data show support successful fundraising. This section also reports on 
interviewees’ recommendations for organisations, key relationships that support the 
structure and are central to fundraising success, and the steps for organisational setup 
and growth relating to fundraising. Interviewee data also raised:  
 the relevance of culture to fundraising (as previously noted)  
 the value of fundraising education for Boards (as previously noted) 
 the critical role of the CEO (as previously noted).  
Comments relating to mergers, collaborations and partnerships are reported 
briefly. 
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Reporting structures 
While established organisations might readily adopt the most recommended 
fundraising structure (see Figure 4.2) there are messages for all organisations 
regardless of longevity of operation. This study reinforces existing research on the 
importance of leadership in the organisation in regard to fundraising (Scaife et al., 
2013). It also extends this concept by defining best reporting lines for the Fundraiser. 
The value of a direct reporting line to the CEO, who then reports to the Board, was 
emphasised by study participants. This is a significant finding. Interviewees 
recognised that Fundraisers in dysfunctional organisations often report to the 
Marketing Manager, Finance Manager or Public Relations Manager with resulting 
dilemmas due to a lack of fundraising grasp or prioritising, or a lack of communicative 
power with the Board. Lack of a direct reporting line to the CEO and from there to the 
Board was identified as a major barrier to fundraising success. This recommendation 
of reporting to the CEO was further tested with interviewees; there was strong 
agreement that the person leading fundraising should report to the CEO and take a 
place on the senior executive of the organisation. 
Recommendations and relationships 
The study identified a number of useful guidelines for organisations wanting to 
be successful at fundraising mainly in relation to structures but also considering 
relationships and barriers that could boost or inhibit fundraising success. As mentioned 
at the opening of this chapter, these findings have given rise to a recommended 
fundraising structure reported previously in Figure 4.2, and a checklist of relationships 
critical to fundraising success (see Figure 4.3) where donors are pivotal. Also 
identified was a two-step process for starting an organisation and developing 
fundraising (see Table 4.1) in addition to barriers to developing an ideal organisation 
structure in relation to fundraising (see Table 4.2). 
Relationships that support the structure 
Supporting the recommended structure were the key relationships to fundraising 
success (as mentioned earlier and previously reported in Figure 4.3). This network 
around fundraising is an important consideration for organisations as they reflect on 
the contribution of fundraising to the organisation and where it should fit structurally. 
There are three distinct points of influence: the CEO, the organisation and the 
Fundraiser. Identifying the centrality of influence of the CEO in understanding and 
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being involved in fundraising is a key consideration for CEO recruitment and ongoing 
professional development for organisations serious about achieving success in this 
type of funding.  
Steps to the setup and growth of fundraising 
The two-step process for organisations setting up for fundraising and the 
identification of growth strategies is a significant finding and an important guide for 
organisations (see Table 4.1). Realising that there are steps to setup and growth, and 
identifying the required components in a concise format, is also vital for organisations 
to appreciate because being successful at fundraising is an incremental process and 
cannot be achieved ‘in an instant’. Organisations often plan significantly for one of the 
setup components, for example governance, but this study reveals that other 
components, such as structure, resources, knowledge, accountability and involvement, 
are all important and should be equally considered. The growth plan is then critical 
and this study identified seven growth principles that organisations are advised to 
employ to be successful at fundraising as well as to develop the whole organisation: 
 plan growth strategies 
 ensure good business practice 
 develop fundraising skill 
 increase investment 
 review efficiencies 
 develop contingency plans 
 adjust the structure. 
 
Organisation setup and barriers compared 
Barriers to the ideal organisation structure and the development of fundraising 
relate to the organisation, the leaders of the organisation, the Fundraiser and public 
perceptions. Comparing the recommendations in the setup step with the barriers to 
developing the ideal organisation structure not surprisingly uncovers consistent 
themes. One additional feature in the identified barriers that can either contribute 
significantly to the organisation or become a barrier is cultural issues as outlined in 
Table 5.1. In effect, this table warns organisations that while there is a guide for 
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organisational setup there are also concurrent barriers that need to be avoided. The fact 
that cultural issues are indicated as a standalone barrier emphasises their importance.  
Table 5.1: Comparison of organisational setup features and barriers to successful fundraising 
Setup Barriers 
Governance Governance and legal issues 
Structure Structure and constitution 
Resources and knowledge Understanding of investment 
Accountability Cultural issues 
Involvement  
 
Board education and the role of the CEO 
The final group of findings in this section relate to three issues that were raised 
in relation to Board education and understanding, and mergers and collaborations. Two 
of the issues relate to the Board specifically, while the other referred to the competitive 
marketplace that nonprofits participate in and solutions that could reduce marketplace 
competitiveness. While there was strong agreement that the Board needs education to 
understand fundraising there was not agreement that the Board requires a fundraising 
professional or someone with fundraising skills. It was believed to be unnecessary to 
have an additional person on the Board with those skills because it is the role of the 
CEO and other senior staff to advise and present fundraising issues to the Board.  
Mergers, collaborations and partnerships encouraged 
Considering the marketplace in which nonprofits operate, there was strong 
agreement amongst CEOs and complete agreement amongst Fundraisers that because 
there are so many organisations out there, there should be more mergers and 
collaborations. While there is much discussion in the nonprofit marketplace about 
collaborations and partnerships, and much reported in the literature, there is little on 
merger activity and no evidence to substantiate the benefit and effects of such 
arrangements in regard to fundraising.  
5.3.2 Success models and underpinning principles 
This section of the study reports on a number of significant findings, develops a 
business model and an outline of principles that underpin successful fundraising and 
presents a detailed description of dysfunctional fundraising organisations. While 
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attempting to identify ‘just one facet’ that made organisations successful at fundraising 
it is clear that no one element does so alone. A number of recommendations to 
organisations are provided, reflecting elements of the business model and yielding 
descriptors of dysfunctional organisations. Finally some findings are identified in 
relation to benchmarking. 
A business model  
While the two-step process for organisations wanting to be successful at 
fundraising refers to the setup of the organisation the business model provides more 
detail and combines elements relating to investment, resources and those employed to 
do fundraising. The business model presented in Chapter Four – Findings and 
Discussion is now presented here as Table 5.2. It also contains indicators for 
organisations in relation to what the organisation needs to understand, how the 
organisation is represented and what the organisation says. This is a concise model 
identified by CEOs that understand the importance of fundraising and the resources 
and investment that need to go into it to achieve the organisation’s goals. This 
significant model indicates the necessities of setup and growth for organisations and, 
by outlining further aspects about the organisation itself, it completes the whole 
picture. Reasons for successful fundraising in organisations (see Table 4.5) provide 
even more detail for the business model and focus on resources, processes, techniques 
and recognition – the detail that only Fundraisers who deal with day-to-day fundraising 
can provide.  
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Table 5.2: Business model (presented in Chapter 4 as Table 4.4) 
Factor Details 
Critical factors in organisation 
setup: 
 
Structure 
Governance 
Leadership (that donates) 
Planning and growth strategies 
Diverse and integrated strategies 
Commercial focus 
Ethics (e.g. FIA membership) 
Investment in fundraising: Investment understanding 
Investment in long-term programs 
Investment in long-term relationships 
Comprehensive fundraising programs 
Diversity of programs sharing risk 
Staying true to principles 
Managing resources: Strong fundraising leadership 
Wise use of all resources 
Good evaluation systems 
Human Resources systems (identifying people, recruitment, 
training) 
People involved in fundraising 
who: 
Know fundraising 
Are qualified in fundraising 
Are well trained and resourced 
Have passion (at all levels) 
Understand the organisation and where they fit in 
Understand what is expected 
What the organisation 
understands: 
Fundraising 
Interactions with people 
Internal and external communication 
Transparency around donations and the need for fundraising 
Their position in the market 
Their profile in the community 
What drives fundraising activity 
Relationships need nurturing 
What drives philanthropic relationships 
How the organisation is 
represented: 
By a cause that is understood 
By a strong brand that is backed up by customer service and 
communication 
By a clear name that is understood 
By a point of difference that people understand 
What the organisation says: We explain the impact of donations 
Our fundraising is aligned to our mission 
We have a culture of innovation 
We respect our history 
We do the most with money that we can 
We won’t ask people to support programs that don’t need 
funding 
 
Principles underpinning fundraising success 
The principles that CEOs and Fundraisers outlined in Table 4.11 support the 
elements in the business model by adding more detail. The elements relating to vision, 
mission and case, and ethics, culture and professionalism provide additional guidance 
to the critical factors in organisational setup previously discussed. Managing 
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relationships and the business of fundraising add to the second phase of organisational 
growth in the two-step process for organisations wanting to be successful at 
fundraising. 
Characteristics of dysfunctional organisations  
Comparing successful organisations with those that were unsuccessful, the 
participants in the study defined in much detail dysfunctional organisations in relation 
to fundraising. While studies may aim to identify successful organisations this study 
also revealed a critical map of dysfunctional organisations. The indications of 
dysfunctionality in organisations provided by both CEOs and Fundraisers are 
summarised in Table 5.3.  
Table 5.3: Indications of dysfunctionality in organisations 
CEOs Fundraisers 
Mission, brand and setup 
e.g. mission drift, not a strong brand, lack of 
vision, no clear purpose 
 
Organisational setup and governance 
structure 
e.g. no strategic plan, dysfunctional organisational 
structures 
Governance 
e.g. wrong Board, no due diligence 
 
Board 
e.g. does not understand fundraising or the 
investment required 
Planning and leadership 
e.g. no strategic direction, no understanding of 
leadership 
 
CEO 
e.g. refuses to be involved with donor liaison, is not 
willing to be involved in fundraising, is too 
involved in fundraising 
Understanding of fundraising 
e.g. fundraising not a priority, no 
understanding of investment in fundraising 
Fundraising itself 
e.g. no financial imperative for performance, lack 
of investment 
People 
e.g. no investment in the right people, reliance 
on public relations experts 
People 
e.g. leadership that cannot evaluate a good idea, 
keeping the wrong people in the wrong positions 
Resources 
e.g. no significant database of supporters, 
usage of less competent suppliers 
 
Signs to look out for 
e.g. succession of CEOs, cycle of dysfunction 
perpetuating 
 
 
It is clear from these indicators how important the business model (Table 5.2) is 
and how important the elements of a successful fundraising strategy (Table 4.3) and 
principles that underpin fundraising success identified in Table 4.11 are. More detail 
about these indicators of dysfunctionality were provided in Tables 4.6 and 4.7. 
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Recommendations  
It is significant that recommendations from CEOs and Fundraisers (Tables 4.9 
and 4.10) featured understanding and investment of fundraising. Both groups included 
recommendations regarding governance and leadership, capacity building and people. 
These recommendations further support the framework outlined above.  
The one imperative  
Participants in the study found it difficult, if not impossible, to nominate one 
imperative to the successful raising of funds. Table 4.8 outlined the numerous issues 
that were identified; however, summarising the conclusions ‘the one thing’ was a 
multifaceted approach that featured leadership commitment to fundraising, nurturing 
long-term donor relationships and the involvement of knowledgeable Fundraisers who 
could ask for money.  
Using benchmarking as a means of comparison and a tool for improvement 
Finally, whether it was formal or informal, most organisations were involved 
with benchmarking and cited examples of how their fundraising had improved. This is 
another significant finding, where organisations wanting to improve their fundraising 
see it as an important step to participate in some form of benchmarking. Participating 
in benchmarking is a path to successful fundraising. 
5.3.3 Relationship between fundraising and the organisation structure is key 
A goal of this study was to ascertain if there was a relationship between 
fundraising and an organisation’s structure. Throughout the study discussions 
surrounding structure and culture supported this relationship, which was further 
confirmed by all participants agreeing that there is a relationship between fundraising 
and the organisation structure. There were, however, other factors that contributed to 
fundraising success. Structure was never the only factor for fundraising success. 
Participants confirmed that the right structure needed to be in place, with this structure 
giving fundraising functional recognition in the organisation, supplying the necessary 
resources to fulfil its role and providing the cultural support to achieve its practice. 
This is the first study of its kind to formally establish the link between organisation 
structure and fundraising. 
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5.4 SUB-QUESTION 1B  
What are the barriers that hinder fundraising effectiveness? 
In this section key findings in relation to fundraising success focus on 
intraorganisational and extraorganisational barriers and overcoming them. This part of 
the study uncovered significant issues relating to internal barriers, how they can hinder 
fundraising success and how they can be overcome. It also identified external forces 
that affect fundraising and how organisations respond to them. Participants viewed 
these issues as contributing to or hindering fundraising success.  
Table 5.4 illustrates how CEOs would address intraorganisational barriers 
hindering fundraising. A more complete list of changes that CEOs would implement 
within organisations was provided in Table 4.16.  
Table 5.4: How CEOs would address intraorganisational barriers hindering fundraising 
Internal barriers Examples of changes CEOs would make 
Board Change the composition of the Board 
Organisation 
 
Change the commercial arrangements of the larger entity to 
benefit fundraising  
Working together Complete organisational strategic plan 
People Recruit more highly qualified people 
Processes Communicate generally about great net fundraising 
Resources Increase fundraising resources 
Delivery of mission Improve the capabilities of Board members 
The market place Develop better relationships with larger entity 
Projects to fund Collaborate on funding projects with other organisations 
Culture Generate a better attitude to learning, teamwork, losing baggage 
Structure Change the organisation structure 
 
In relation to extraorganisational factors, the findings identified a number of 
external forces that affect fundraising practice, but for many little can be done to 
minimise their impact. Table 5.5 clearly illustrates that the most important aspect of 
managing external forces relates to the organisation and its response to donors. This 
critical finding that the quality of the donor relationship is the best insurance and 
shelter against uncontrollable external forces expands the understanding of the 
practitioner buzzword of the past decade: donor-centred fundraising. 
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Table 5.5: Responses to extraorganisational factors that will sustain fundraising 
External forces Action 
Economic changes Educate people about philanthropy 
Government regulation and funding changes Involve people in the organisation in fundraising 
Disasters – domestic or international Maintain relationships 
Competition from other charities Build loyalty 
Public perceptions around the cause Explain long-term benefits and prolonged impact of donations 
Resourcing challenges Complete and increase the experience of giving 
Lack of understanding about donors Provide giving options for all generations 
 Change the means of engagement to meet donor expectations 
 Understand donor motivations better 
 Explain impact of giving to donors  
 Cultivate ‘mum and dad’ supporters 
 Work to keep supporters 
 Cultivate supporters for the future 
 Focus on the stewardship of current donors 
 
5.5 THEORETICAL CONTRIBUTION AND IMPLICATIONS 
Considering theoretical frameworks for this study was challenging. Planning 
Theory (Friedmann & Hudson, 1974; Friedmann, 1995) was considered initially 
because of its relationship with management strategies and decision-making. As 
cultural issues arose and were discussed in the study the CVF from Quinn and 
Rohrbaugh (1983) was considered as a logical theoretical underpinning. However, 
after further consideration, Strategic Management Theory and Perspectives were 
deemed most appropriate because this theoretical underpinning has long informed 
organisational effectiveness in many sectors and provided overarching insights and a 
framework that could look at intraorganisational and extraorganisational factors. 
Strategic management encompasses a number of models and theoretical paradigms, 
having been developed over many decades. In fundraising Sargeant and Jay (2004) 
linked the principles and processes of strategic planning with fundraising planning. 
Sargeant and Jay also referred to the SWOT analysis as a primary tool within the 
strategic planning process or model. By identifying the internal and external factors 
moulding successful fundraising, this thesis extends the concept of strategic planning 
and provides further insights to the nexus between strategic planning and fundraising. 
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5.5.1 Literature and its contribution  
Limited studies currently guide fundraising effectiveness and the literature 
reviewed in Chapter Two confirms the major gap in terms of holistic models that could 
inform Fundraising Effectiveness Theory. The elements of and evidence for 
Fundraising Effectiveness Theory are incomplete. With Strategic Management Theory 
underpinning the investigation it is logical to return to the extraorganisational and 
intraorganisational factors identified in the literature and overlay the views of study 
participants on that base. 
Pertinent literature was scattered across a range of topics under the banners of 
extraorganisational factors that can affect fundraising effectiveness and 
intraorganisational factors that organisations develop to be effective at fundraising. 
These diverse perspectives can be grouped to begin to form a Fundraising 
Effectiveness Theory. 
5.5.2 Extraorganisational factors 
Literature in relation to extraorganisational factors encompassed sector 
contextual factors and global mega trends, nonprofit funding models, competition in 
the marketplace, strategic partnerships, mergers and collaborations, the drivers of 
giving and giving behaviour, and legislation and regulatory compliance.  
The Giving Australia study (ACOSS, 2005), Managing for Recovery study (FIA, 
CSI & PwC, 2009) and Productivity Commission (2010), all recognised the 
continually changing and complex nonprofit sector context with its ongoing 
challenges. Study participants confirmed this changing environment and highlighted 
aspects such as dollar valuation and devaluation, the ongoing effect of the GFC and 
changing economic circumstances. In particular those working in global organisations 
were affected by dollar fluctuations. 
International mega trends relating to global wealth, technology and innovation 
and the relationship to the state (Cagney & Ross, 2013) presented additional questions 
on how best charitable organisations confront and work within these contexts. Not all 
study participants confirmed the effect of these mega trends, possibly because they 
were more consumed with domestic influences. Study participants from global 
organisations, however, did identify with global wealth opportunities in various 
countries and the relationship to the state, nominating cultural sensitivities as being 
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challenges. The mega trends of technologies and social media were mentioned but no 
real trend amid participants was identified. 
The choice of existing nonprofit funding models proffered by Foster et al. (2009) 
presents dilemmas for the inexperienced organisation and options for consideration. 
Study participants were not readily aware of or concerned with these funding models. 
Rather, the fundraising quotient in their funding mix led to their identifying as 
organisations with critical, important or value-adding fundraising input. 
The works of Lyons (2001), Klein (2009), Sargeant (2009) and Weinstein (2009) 
stated that competition in the marketplace was a factor confronting organisations, with 
the marketplace becoming increasingly competitive with new charity entries, 
competition between charities increasing and same-cause charities seemingly 
proliferating. This marketplace activity was certainly confirmed by study participants 
with one stating that ‘charities spend money needlessly competing against each other’. 
Participants disagreed about how to deal with the competitive marketplace. Some 
thought that there should be fewer competitors (achieved in part by mergers and 
partnerships) and others thought that more competitors was of no consequence and 
that charities should come to terms with it. 
The literature provided insight into the existence of strategic partnerships, 
mergers and collaborations (The Centre for Corporate Public Affairs, 2008; FIA, CSI 
& PwC, 2009; Productivity Commission, 2010). Others warned of the challenges 
around these arrangements (Sargeant & Jay, 2002; McKim, 2009; Baker et al., 2009; 
La Piana, 2010) and that little was known about their consequences in relation to 
fundraising success. One study participant, responding to discussions surrounding the 
competitive marketplace, identified strategic partnerships, mergers and collaborations 
as options and others were probed for their views as to whether these are a solution to 
the competitive marketplace dilemma but there was no general agreement. Study 
participants confirmed that these were options for them, with one participant recalling 
details of a failed merger attempt. Many confirmed that they had participated in 
successful partnerships and collaborations but the effect on fundraising was not a top-
of-mind point for them.  
The drivers of giving (Bekkers & Wiepking, 2007; ACOSS, 2005; Ciconte & 
Jacob, 2001) were presented in the literature providing a guide to help organisations 
understand donors. Most study participants appeared to be aware of the drivers of 
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giving, adding further definition to the challenge of attracting and retaining donors. 
For some organisations the ‘changing habits of churchgoing Australians’ was a 
challenge. Other participants mentioned the lack of ‘understanding of philanthropy’ 
in Australia, the ‘changing desires about giving from “baby boomers”’ and the ‘giving 
and involvement habits of “Generation Y”’. The Giving Behaviour Model developed 
by Sargeant and Woodliffe (2007) provides an explanation as to the complex decision-
making process that donors undertake.  
The final extraorganisational factor from the literature surrounds regulation and 
regulatory compliance. The Productivity Commission (2010) recognised that 
charitable organisations were often hamstrung in the web of regulatory requirements 
and complex compliance requiring resources and expense. Legislation harmonisation 
had been discussed in the literature for some time (Flack, 2007; The Centre for 
Corporate Public Affairs report, 2008; Productivity Commission, 2010) regarding the 
challenges that it brings to the sector. At the recommendation of the Productivity 
Commission (2010) the ACNC was implemented but study participants were uncertain 
about its value to the sector. Study participants confirmed issues raised in the literature 
around reporting demands, increasing red tape and harmonisation. Other factors 
around government were raised relating to ‘changing government policies and 
budgets’ and the ‘devaluation of benefits’ previously provided by government. 
Additional to these extraorganisational factors that can affect fundraising 
effectiveness study participants added ‘Public perceptions’ that surround their 
organisations, their cause and the sector in relation to staff pay and service 
expectations. ‘Competition for resources’ within the sector in relation to government 
funding, client advocacy and unfunded demands on services are day-to-day challenges. 
‘Disasters’, both domestic and international, are occurrences that champion 
community focus and funding. 
5.5.3 Intraorganisational factors 
Literature in relation to intraorganisational factors encompassed strategy, 
structure, governance, fundraising leadership, organisational culture, culture and 
philanthropy, and infrastructure and resourcing fundraising.  
The literature revealed that strategy was an intraorganisational factor and the 
studies of Hanson (1997) and Cacija (2013) confirmed that fundraising strategy should 
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be part of the long-term strategic planning of the organisation. The works of Warwick 
and Hitchcock (2002), Klein (2007) and Mallabone and Balmer (2010) agreed and also 
provided in-depth application for aligning and linking fundraising strategy with the 
overall organisation strategy. Study participants confirmed that strategy is a critical 
component for fundraising, and that strategic planning for fundraising should be done 
with a long-term view. Participants added that ‘growth strategies’ should be 
incorporated, ‘diverse income strategies’ should be developed and all ‘strategies 
should be integrated’. 
Literature pertaining to structure was contributed by Mixer (1993) and Sargeant 
and Shang (2011) and both related to the formalisation of structure and its importance 
in relation to fundraising even though there are challenges around it. Mixer asserted 
that fundraising structure should follow the principles of the organisation and 
encourage inter-team communication and effectiveness. Responding to 
communication challenges within structures Sargeant and Shang brought 
recommendations encouraging the breaking down of silos within structures that inhibit 
communication. Study participants confirmed that structure was a critical factor in the 
organisation setup for successful fundraising and should serve the organisation as a 
communication and management tool. Participants had varying views as to the 
importance of structure as opposed to culture, with all accepting that both were 
important. A vital contribution from the study was the identification of the key 
relationships within the structure and this was additional to insight provided in the 
literature. 
Three studies offering insight into governance (Nicholson et al., 2008; Sargeant 
and Shang, 2011; Scaife et al., 2013) highlighted the need for Board and leadership 
education in fundraising. The Growing Philanthropy in the United States report 
(Sargeant & Shang, 2011) challenged organisations by raising a number of 
recommendations that could improve organisational performance through more 
fundraising-informed governance. Scaife et al. (2013) revealed the estrangement that 
governance Boards often had in regard to fundraising, as did the 2008 Nicholson et al. 
study, while recognising the all-important decision-making position that governance 
Boards have in organisations. Study participants confirmed that this was also their 
experience, that getting governance right was a critical factor in the organisation setup 
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and that ‘understanding fundraising’ and ‘understanding investment in fundraising’ 
were key to fundraising success. 
In regards to fundraising leadership (ACOSS, 2005; Sargeant & Shang, 2011; 
Bell & Cornelius, 2013; Scaife et al., 2013) the literature concluded that fundraising 
needs strategic leadership and fundraising leaders should be trained and ideally 
academically qualified. Fundraising leadership primarily rests with the CEO, who sets 
the standard for senior staff, Board and the organisation. Study participants confirmed 
the findings of these studies, recognising that the CEO is ‘the chief Fundraiser’ (as 
one participant stated); the CEO should ‘understand fundraising’ and be ‘involved in 
fundraising’. Harris’ 2001 study on effective professional fundraising leadership also 
revealed characteristics of leaders, concluding that ‘serving others’ was the first 
priority of a leader. While the issue of ‘servant leadership’ was not raised in this study 
further research could inform fundraising effectiveness. 
Organisational culture was the next intraorganisational factor where the 
literature offered insight. From the early works of Schein (1985), Quinn and 
Rohrbaugh (1983) and Denison and Mishra (1995), to the more recent works of Jaskyte 
(2004) and Newton (2006), the landscape of organisational culture has been examined 
and understood using such tools as the CVF (Quinn & Rohrbaugh, 1983). The role of 
organisational culture received little attention in this literature in relation to fundraising 
success; however, the CVF could assist in determining the culture where fundraising 
could thrive. Study participants raised issues relating to culture but their comments 
were more related to the culture of philanthropy as discussed in the next section. 
Continuing on the theme of culture, literature relating to culture and philanthropy 
were reviewed, revealing in general a lack of understanding and application. Hatch 
and Schultz (1996) referred to the leaders of the organisation as symbolising and 
determining the culture. Bell and Cornelius (2013) referred to the culture of 
philanthropy as being values and practices of the organisation where most people in 
the organisation acted as ambassadors and engaged in relationship-building and the 
promotion of philanthropy. Sprinkel Grace (2005) referred to creating a culture of 
philanthropy through stewardship while Mallabone and Balmer (2010) endorsed the 
concept of the need to develop a philanthropic culture that permeated the entire 
organisation. The AHP study (2014a) added that sustained high fundraising 
performance was achieved in developing a culture of philanthropy, the components 
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being the right people using best practice, focusing on major gifts in an organisation 
with sound management and a developed and solid strategic plan where internal and 
external constituents enjoyed total engagement.  Study participants confirmed the 
literature, adding that a ‘culture of philanthropy was led by the CEO’, that ‘fundraising 
contributed to culture’, that ‘innovation builds culture’, and that ‘culture and structure 
are both important’ to fundraising success.  
The literature relating to infrastructure, resourcing fundraising and the 
fundraising cost ratio recognised that organisations that provided a robust 
infrastructure were more likely to succeed than those that did not (Gregory & Howard, 
2009). Foster et al. (2009) found that fundraising success was related to the 
organisational funding model and that each of the organisations in the study grew by 
pursuing specific sources of funding. Additionally, another AHP study (2014b) 
revealed that increased returns were correlated with additional professional 
fundraising staff, a sustained focus on major giving activities and higher salaried staff 
with longevity of employment.  Confirming this literature, study participants were 
quite vocal on the issue of infrastructure and resourcing fundraising, recognising that 
it was necessary to equip fundraising with resources if success was intended, just as 
with other parts of the organisation. Participants added that managing these resources 
requires strong fundraising leadership and good evaluation systems to ensure wise use 
of them. Sargeant and Jay (2004) raised another issue relating to performance checking 
with resources: the fundraising cost ratio, which is the efficiency of fundraising 
activities compared with performance. While study participants confirmed that 
generally fundraising is well resourced, most had little knowledge of the fundraising 
cost ratio in their organisation. It was not considered a key measure in successful 
fundraising organisations. 
Additional to these intraorganisational factors that organisations develop to be 
effective at fundraising, participants mentioned a ‘commercial focus’ and adhering to 
‘professional ethics’ such as FIA membership. Also contributing to success are 
‘efficient processes, techniques that were donor-focused’ and ‘recognising the value 
of fundraising’ to the organisation not just from a monetary standpoint. 
5.5.4 Theoretical implications 
There is a lack of unified theory for fundraising effectiveness in organisations. 
The current literature confirms the value of Strategic Management Theory in this study 
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and this thesis fleshes out what a strategic management view can offer to fundraising 
thought.  
At the individual level useful models exist to examine and understand giving to 
organisations and some have made a general venture into organisational factors 
impinging on fundraising success. For instance, the Giving Behaviour Model 
identified by Sargeant and Woodliffe (2007) looked at the impact of marketing, donor 
loyalty, branding and retention of donors on fundraising success as a small part of their 
model. These researchers created a content model of giving behaviour that Fundraisers 
can use to inform their professional practice and understand the complex decision-
making process that donors participate in. Importantly, this study adds to the model by 
identifying intraorganisational and extraorganisational factors that affect organisations 
in their quest for fundraising success. These elements guide organisations to adopt 
these intraorganisational factors so that they can combat extraorganisational factors 
that can affect fundraising effectiveness. The study not only contributes to the Giving 
Behaviour Model but is a standalone framework for organisations as discussed in the 
next section. 
5.5.5 Fundraising Effectiveness Framework 
The chapter overview revisited the Fundraising effectiveness model (see Figure 
5.1) that was developed from the literature in Chapter Two. As a result of the study 
and the views of participants Figure 5.2 is presented as a Fundraising Effectiveness 
Framework, based on Strategic Management Theory. The extraorganisational factors 
are influences that can affect fundraising effectiveness. Intraorganisational factors are 
those that organisations develop to be effective at fundraising. The intraorganisational 
factors throughout the Framework relate to the SWOT analysis and could be 
considered as strengths or factors that give the organisation an edge over its 
competitors. 
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Figure 5.2: Fundraising Effectiveness Framework 
 Additional factors from the data are highlighted in italics and often add subsets 
of factors found in the literature. Because of the complex nature of this Framework, 
for clarity, the following tables are provided with explanations. 
 Table 5.6 provides a list of extraorganisational factors identified in the 
literature. In relation to the nonprofit sector context, the data added the factors of public 
perceptions of charities, the changing economy and the public understanding of 
philanthropy. Changing and informing negative or ill-informed public perceptions of 
charities and increasing community understanding of philanthropy were highlighted 
as specific challenges, as well as the difficulty in operating in a changing economy 
where there was no little or no control over negative influences. Regarding competition 
in the marketplace the data identified that there was a particular challenge for charities 
competing for resources in that marketplace, especially in relation to government 
funding. In relation to the drivers of giving and giving behaviour the data provided 
more detail again, highlighting the changing habits of churchgoers in relation to giving, 
the giving habits of baby boomers as well as the giving and involvement habits of Gen 
Y. More facets were added to legislation and regulatory compliance in that the data 
highlighted changing government policies and budgets that affect charities. Charities 
experienced some diminished government benefits as no increases to those benefits 
had been made since their introduction. Additional to the literature, the data added 
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dollar fluctuations that affect business practices and the effect of disasters with media 
and public attention focusing on individual community needs for extended periods. 
Table 5.6: Fundraising Effectiveness Framework – Extraorganisational factors 
Extraorganisational factors identified in the 
literature 
Additional extraorganisational factors 
identified in the study 
Nonprofit sector context 
 
Public perceptions of charities 
Changing economy 
Understanding of philanthropy 
Competition in the marketplace Charity competition for resources 
The drivers of giving and giving behaviour 
 
Changing habits of churchgoers 
Giving habits of baby boomers 
Giving and involvement habits of Gen Y 
Legislation and regulatory compliance 
 
Changing government policies and budgets 
Devaluation of government benefits 
Global mega trends  
Nonprofit funding model options  
Strategic partnerships, mergers and collaborations  
 Dollar fluctuations 
 Disasters 
 
 Table 5.7 lists intraorganisational factors identified in the literature where once 
again the study data provide more detail. In relation to strategy the data reveals that 
these should be integrated and incorporate diverse income streams, not focus on one 
type of income source or fundraising program. Structure was recognised in the 
literature but it is the key relationships within the structure that are highlighted as the 
vital element in the data: the interplay of the organisation, the CEO and the Fundraiser. 
From a broader governance perspective the data indicate that a professional code of 
fundraising ethics should be adopted, (e.g. FIA), that the value of fundraising should 
be recognised as a source of income as well as a means of delivering organisational 
goals and objectives, and there should be an understanding of the need for investment 
in fundraising so that fundraising can be resourced. Adding to an organisational culture 
that seeks growth and innovation as well as an understanding of philanthropy, the data 
provide the extra insight that the culture also needs to understand fundraising and adopt 
a donor-centric focus. The critical role of the CEO is identified in the data as a specific 
factor in relation to fundraising leadership in the organisation and relative to the 
leadership of the Board and fundraising staff. Finally, emphasising the business aspect 
of nonprofit organisations, and especially those conducting successful fundraising, the 
data add efficient processes and a commercial focus as additional factors. 
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Table 5.7: Fundraising Effectiveness Framework – Intraorganisational factors 
Intraorganisational factors identified in 
literature 
Additional intraorganisational factors 
identified in the study 
Strategy 
 
Integrated strategies 
Diverse income strategies 
Structure Key relationships within the structure 
Governance 
 
Professional ethics e.g. FIA 
Recognition of value of fundraising 
Understanding of investment in fundraising 
Organisational culture and philanthropy 
 
Understanding fundraising 
Donor-focused techniques 
Fundraising leadership The role of the CEO 
Infrastructure, resourcing fundraising and 
fundraising cost ratio 
 
 Efficient processes 
 Commercial focus 
 
 
5.6 CONTRIBUTIONS TO PRACTICE 
This study contributes to practice in a number of ways. The Fundraising 
Effectiveness Framework for organisations provides the empirically determined 
factors for organisations to set in place to be successful at fundraising. This model has 
been produced from evidence provided by case organisations and is unique to 
nonprofit practice.  
The next contribution involves characteristics for position descriptions. The 
findings here assemble the required skills and aptitudes of the CEO and Fundraiser 
and these are articulated in the recommended Characteristics for position descriptions 
of the CEO (see Table 5.8) and Fundraiser (see Table 5.9). 
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Table 5.8: Characteristics for CEO Position Description  
Position description Chief Executive Officer 
Reports to: Board Chairman 
Understanding of: 
 
The desired and planned financial contribution of fundraising 
to organisational revenue 
Mission delivery through fundraising 
Fundraising principles  
Donor motivations 
Organisational setup and growth strategies for fundraising 
success 
Relationships required to establish, maintain and grow 
fundraising 
Risk management and fundraising acquisition strategies 
Required abilities: 
 
 
Education of the Board on fundraising issues 
Articulation to the Board of fundraising concepts 
Accurate representation of fundraising concepts 
Rebuff inaccurate public perceptions about fundraising and 
skilled staff 
Relationship building with constituency 
Recognition of the characteristics of dysfunctional 
organisations and prevention strategies 
Recognition of external forces affecting fundraising and 
response mechanisms 
Willingness to: 
 
Actively be involved in fundraising 
Encourage senior staff to be involved in fundraising 
Meet and interact with donors  
Unblock barriers to fundraising growth placed by senior staff 
Hire a fundraising professional 
Listen to the Fundraiser 
Familiarity with or willingness to 
learn: 
 
Business model for organisations to develop successful 
fundraising 
Principles underpinning successful fundraising 
Recommended fundraising structure  
Recognised responses to external forces that can affect 
fundraising 
Merger, collaboration and partnership options to increase 
efficiencies, lower infrastructure costs and fulfil mission 
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Table 5.9: Characteristics for Fundraiser Position Description  
Position description Fundraiser 
Reports to:  Chief Executive Officer 
Skills: Proven leadership in fundraising 
Expertise in fundraising 
Qualifications in fundraising 
Positive attitude towards organisational development 
Commercial business acumen 
Strategy planning with key performance indicators for staff 
and programs 
Understanding of: 
 
Elements of successful fundraising strategy 
Reasons for successful fundraising 
Recommended fundraising structure and growth strategies 
Marketing and how it supports fundraising 
Required abilities: 
 
Relationship building with constituency 
Articulation of fundraising concepts and performance to the 
Board 
Fundraising program review 
Change implementation to ensure fundraising growth 
Delegation of marketing responsibilities to qualified staff 
Instruction of fundraising concepts 
Recognition of organisational barriers to successful 
fundraising 
Strategy formation to overcome organisational barriers 
Change management of roles and development of new 
structures 
Familiarity with or willingness to 
learn: 
 
Organisational setup and growth strategies for successful 
fundraising 
Recognition of the characteristics of dysfunctional 
organisations 
Prevention strategies to avoid the development of a 
dysfunctional organisation 
 
5.6.1 Guide for organisational setup and development 
The final contribution and model that has been developed is a further guide for 
organisational setup and development for organisations wanting to be successful at 
fundraising (see Table 5.10). This guide is a sequential summary of the 
recommendations and critical steps for organisations outlined by the respondents in 
this study. While these tools have been developed from case organisations in the health 
sector other sectors may find them beneficial for consideration as key management 
practices may be useful in all sectors. All of these tools incorporate the research 
findings and while the characteristics for CEOs and Fundraisers may not all be found 
in candidates they provide guidelines for professional development and training. 
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Table 5.10: Eight-step guide for organisational setup and fundraising development 
Steps Action required 
Step 1 Set up organisation using two-step model 
Step 2 Recruit CEO using Characteristics for CEO position description 
Step 3 Use recommended business model 
Step 4 Adhere to underpinning principles 
Step 5 Recruit Fundraiser using Characteristics for Fundraiser position description 
Step 6 Implement (incrementally) recommended fundraising structure and reporting structure 
Step 7 Develop key relationships 
Step 8 Implement growth strategies from two-step model 
 
5.7 REVIEW OF RESEARCH FRAMEWORK 
5.7.1 Initial hypothesis and exploration method 
This study was initially developed on the premise that organisation structures 
formed the most important basis for successful fundraising in charities and, 
accordingly, that organisations should be established with fundraising as a separate 
division with equal influence and resources to other organisational divisions. Six 
research questions were developed to explore the importance of structures and 
structure type, and uncover related significant factors impinging on fundraising 
success. This was the first empirical research into frameworks of its kind. Participants 
from health-related charities were enthusiastic to participate when invited. They 
provided open responses, revealing their experience and learnings and enabling 
valuable findings to be identified for the sector, including a strong emphasis on factors 
beyond structure. 
5.7.2 Convergent interviewing and its contribution 
In particular, through the use of CI (Dick, 1990), other issues arose that 
challenged the importance of structure, indicating that the culture and leadership of 
organisations potentially equalled or outweighed the structural factors in successful 
fundraising. The investigative value of CI cannot be underestimated in this study 
because of its ability to canvas views on emerging issues raised by participants and 
explore these issues in more depth across the interviewee group. It also presented a 
more complete picture of the strong views of the interviewees and enabled them to 
focus on the most important aspects of successful fundraising. 
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5.7.3 The value of qualitative research 
The qualitative methodology proved to be entirely suitable for the study, 
enabling the collection of large amounts of rich and valuable data that was analysed 
systematically producing both surprising and logical conclusions that contribute to 
theory and practice. The findings would not have been possible using quantitative 
research because of the finite means of response. More insight was gained as 
interviewees were probed for further reflections as they revealed with some pride and 
passion their keys to successful and effective fundraising. It is unlikely these points of 
emphasis would have been as well captured in a quantitative scenario.  
5.7.4 Conclusions about the Research Problem 
Investigating organisational factors that drive fundraising effectiveness in the 
health sector gained far more insights than ever imagined. From the data we can 
conclude that some organisational structure principles do underpin successful 
fundraising, including that:  
 the CEO must be involved in fundraising leadership  
 fundraising must be integrated into the structure of the organisation  
 the person leading fundraising should report to the CEO and take a place on 
the senior executive of the organisation. 
Such success, however, requires more than just a suitable organisational 
structure.  
There are many factors and issues previously uncharted by the literature or which 
have received little interest, namely: 
 that fundraising has a range of values for an organisation beyond dollar 
revenue  
 that the strength of an internal culture of philanthropy contributes to 
organisational fundraising success 
 the barriers to successful fundraising that organisations should be aware of, 
such as the lack of long-term vision and not having a fundraising-oriented 
culture or wanting to build one 
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 the changes within organisations that can increase fundraising success, 
including recruiting more highly qualified people and becoming more 
strategic around fundraising 
 the key relationships that provide a basis for successful fundraising, namely: 
CEO, the organisation and the Fundraiser 
 recommendations for organisations to be successful at fundraising in the 
health sector (and potentially beyond).  
Even though structures were important, with all respondents agreeing that there 
was a relationship between fundraising and the organisation structure, equally 
important was the leadership of the CEO. Since the commencement of this study 
further research into the charitable sector as a whole has confirmed the key aspects of 
leadership of an organisation as being critical to the successful development of 
fundraising (Scaife et al., 2013; Bell & Cornelius, 2013). Significantly, in this study 
insights were discovered that had not been considered in the literature. No published 
research has uncovered the range of processes, structures, barriers and 
recommendations for fundraising success. A key finding from this study is that 
fundraising requires three significant organisationally-based platforms for success: 
 fundraising knowledge, training and understanding  
 commitment and involvement from the organisation and its leadership 
 investment through resources.  
 
5.8 RESEARCH LIMITATIONS 
Limitations of the research have two aspects. One is in relation to the study itself 
and the other is in relation to its qualitative methodology. Firstly, in relation to the 
study, the geographic landscape, health sector and unequal interview time of 
participants could all be considered as limitations. The number of players in the 
nonprofit world is immense, with organisations of varying interests, capacity and size 
spread throughout Australia. While this study was conducted only in Australia sections 
of the study were presented in the US in 2013. The findings were well received with 
anecdotal reports that they resonate in that environment. A further limitation of the 
study is in relation to interviewees and their availability. Not all interviewees had equal 
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time and ability to respond to each question and so a judgement was made to limit 
questions of some interviewees and capture responses in more critical areas, 
particularly the 15 issues where participants’ agreement and disagreement were 
sought.  
Secondly, there could be limitations in relation to the qualitative methodology 
used. Limitations of the findings from qualitative data can often be extended to people 
with characteristics similar to those in the study population or those of a specific social 
context or phenomenon; however, it is more difficult to generalise to other 
geographical areas or populations because of its detail and complexity (Mack, 
Woodsong, MacQueen, Guest, & Namey, 2005, p. 2). The textual format of the data 
is more difficult to analyse objectively compared to the numerical (or numerical values 
assigned to responses) type of quantitative data, allowing for increased opportunities 
for inaccuracy, such as through the recording, transcription and interpretation phases. 
Researcher bias can also be a limitation of qualitative methodologies, where the 
researcher has particular views that may be contrary to participants’ views or where 
the researcher is looking for certain outcomes. In this study care was taken to prevent 
these limitations affecting the analysis, interpretation and conclusions. 
5.9 DIRECTIONS FOR FUTURE RESEARCH 
A number of fresh research horizons are visible from this study. The new 
Fundraising Effectiveness Framework should be further explored. The three tools that 
were developed and formed the contribution to practice should all be validated by the 
case organisations and further tested by other sectors. The two issues where all 
interviewees agreed – ‘there is a relationship between fundraising and the 
organisation structure’ and ‘the CEO must be involved in fundraising’ – should be 
further tested in other sectors to validate these findings.  
In relation to the most recommended fundraising structure, while this was 
developed from case organisations where fundraising was a prominent funding source, 
contemporary fundraising practice may question its validity. Organisation structures 
are sometimes fluid and evolve; further research could determine different models or 
factors underpinning fundraising structures. 
The findings regarding the CEO and involvement in fundraising, characteristics 
for the position descriptions of the ideal CEO and Fundraiser and the organisational 
  181 
guide suggest that these should be tested within the health sector and in other sectors. 
Additionally, further exploration with CEOs could determine more factors as to what 
differentiates them from those of less successful organisations. 
Investment in fundraising was a common theme in the study and further research 
would be valuable in this area. Some issues for investigation could be:  
 the level of investment required for successful and sustainable fundraising 
 particular fundraising programs or activities recommended for investment 
 timing recommended for investment 
 proportions of initial and ongoing investment  
 the priority for investment in fundraising within the organisation. 
While this study used a qualitative methodology a quantitative study could reveal 
further aspects better tested in that format, such as rating the elements in various 
models and testing the 15 issues with more participants in a wider sample, not just in 
the health sector.  
All of these future directions could be explored internationally as there are well-
established research entities, particularly in North America and the United Kingdom. 
5.10 THESIS SUMMARY 
This study began by raising the issue that structure was important to successful 
organisations and the findings verified that fact. Ultimately, though, it was not a 
particular structure that was imperative to successful fundraising rather a number of 
contributory elements that complemented the structure of the organisation. Through a 
qualitative methodology and CI a number of organisational factors impacting 
fundraising were revealed. The findings uncovered unique aspects of fundraising 
management and practice and the key role of the CEO that has been supported in other 
studies. The study also uncovered the need for further research into fundraising 
management in other sectors both in Australia and internationally. Fundraising 
Effectiveness Theory and frameworks are the basis for developing better fundraising 
management and continued research, and testing of theories will be of great use to 
nonprofit charities. The usefulness of this study will be the practical consideration of 
the findings by the nonprofit sector, CEOs and Fundraisers, and further research that 
will guide and direct organisations and prevent the development of dysfunctional 
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organisations that were identified so clearly by interviewees. Given the struggle that 
so many organisations face for funding and sustainability the impact of models for 
more effective fundraising have the potential to be very positive for both the 
fundraising quality of organisations and their mission outcomes. 
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Appendices 
Appendix 1 
Participant Information and consent form 
 
 
PARTICIPANT INFORMATION FOR QUT  
MASTER OF BUSINESS RESEARCH STUDENT PROJECT 
 
An investigation into charitable organisation structures that allow effective 
platforms for successful fundraising in the health sector. 
 QUT Ethics Approval Number 1100000531 
 
RESEARCH TEAM  
Principal Researcher: Margaret Scott, Master of Business Research Student Project, QUT 
Research Supervisor: Dr Wendy Scaife, Senior Research Fellow, QUT 
DESCRIPTION 
This project is being undertaken as part of Masters Project by Margaret Scott.  
Investigating charitable organisation structures with successful fundraising will produce vital assistance and guidelines 
to other charities in their quest to raise more funds and better fulfil their mission and organisational goals. Whether 
fundraising potential and the organisational structure are linked is not known because empirical investigations into the 
interplay between the two are rare (Mixer 1993). This study will examine the practices of a number of charities with 
successful programs that raise funds and provide valuable insight and guidance for participants as well as other charities. 
The purpose of this project is to explore the relationship between the charity’s organisational structure and successful 
fundraising. 
You are invited to participate in this research project as you are a senior member of staff of a charitable organisation 
that has had a record of successful fundraising for at least five years. 
The research student requests your assistance because you are in a position to provide an overall view of your 
organisation and an appreciation of the need for your organisation to raise funds. 
VOLUNTARY PARTICIPATION 
Your participation in this project is entirely voluntary. If you do agree to participate, you can withdraw from the project at any 
time without comment or penalty. Any identifiable information already obtained from you will be destroyed. Your decision to 
participate, or not participate, will in no way impact upon your current or future relationship with Queensland University of 
Technology (QUT). 
Your participation will involve an interview at your workplace or other agreed location that will take approximately sixty 
to ninety minutes of your time. The interview will be taped at the discretion of the respondent and the researcher is 
willing to turn off the tape if that is requested. Questions will include ‘What is the current organisation structure and 
how would you describe its support to raising funds?’ ‘How would you describe the values of the organisation? Do they 
relate to raising more funds?’ 
EXPECTED BENEFITS 
As the need to raise more funds is expected of all charities, this study will inform practice for nonprofit organisations. 
Information from successful organisations will be collected and analysed to provide recommendations and guidelines to other 
charities, without conveying any confidential information from participants. 
On an academic level, this research will provide qualitative research into the relationship between charitable organisation 
structures and successful fundraising practice.  
It is expected that this project will benefit you directly as other charities are examined and practices compared. It may benefit 
charities throughout Australia and internationally and result in best practice guidelines. Research findings will be offered to 
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participants. 
RISKS 
No risks are foreseen other than day to day living. 
PRIVACY AND CONFIDENTIALITY 
All comments and responses will be treated confidentially. The names of individual persons are not required in any of the 
responses. Any data collected as part of this project will be stored securely as per QUT’s Management of research data policy. 
Any information obtained in connection with this project that can identify you will remain confidential. It will only be disclosed 
with your permission, subject to legal requirements. We plan to publicly present and publish the results of this research; 
however information will only be provided in a form that does not identify you. 
The project will involve audio recording of the interview. The contents of the audio recording will be stored securely by the 
research student and QUT. The contents of the audio recording will not be used for any other purpose other than transcribing 
by the research student. Only the research student and supervisor will have access to the audio recording. Audio tapes will be 
destroyed once transcribed to assist in the protection of confidentiality. 
Whilst the Principal Researcher is an employee of Vision Australia, no confidential information will be communicated to 
this organisation. 
Please note that non-identifiable data collected in this project may be used as comparative data in future projects. 
 
CONSENT TO PARTICIPATE 
Once you understand what the project is about, and if you agree to participate, we ask that you sign the Consent Form 
(enclosed) to confirm your agreement to participate. 
QUESTIONS / FURTHER INFORMATION ABOUT THE PROJECT 
If have any questions or require any further information about the project please contact one of the research team members 
below. 
Margaret Scott – Researcher Dr Wendy Scaife – Supervisor 
The Australian Centre for Philanthropy and Nonprofit Studies 
Australian Centre for Philanthropy 
and Nonprofit Studies 
Phone :  048 877 8558 Phone:  07 3138 8051 
Email:  ma1.scott@student.qut.edu.au  Email:  w.scaife@qut.edu.au  
CONCERNS / COMPLAINTS REGARDING THE CONDUCT OF THE PROJECT 
QUT is committed to research integrity and the ethical conduct of research projects. However, if you do have any concerns or 
complaints about the ethical conduct of the project you may contact the QUT Research Ethics Unit on 07 3138 5123 or email 
ethicscontact@qut.edu.au. The QUT Research Ethics Unit is not connected with the research project and can facilitate a 
resolution to your concern in an impartial manner. 
Thank you for helping with this research project. Please keep this sheet for your information. 
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CONSENT FORM FOR QUT  
MASTER OF BUSINESS RESEARCH STUDENT 
PROJECT 
 
 An investigation into charitable organisation structures that allow effective 
platforms for successful fundraising in the health sector. 
 QUT Ethics Approval Number 1100000531 
 
RESEARCH TEAM CONTACTS  
Margaret Scott – Researcher Dr Wendy Scaife – Supervisor 
Australian Centre for Philanthropy and Nonprofit Studies 
Australian Centre for Philanthropy 
 and Nonprofit Studies  
Phone :  04 8877 8558 Phone:  07 3138 8051 
Email:  ma1.scott@student.qut.edu.au  Email:  w.scaife@qut.edu.au  
STATEMENT OF CONSENT 
By signing below, you are indicating that you: 
 have read and understood the information document regarding this project 
 have had any questions answered to your satisfaction 
 understand that if you have any additional questions you can contact the research team 
 understand that you are free to withdraw at any time, without comment or penalty 
 understand that you can contact the Research Ethics Unit on 07 3138 5123 or email ethicscontact@qut.edu.au 
if you have concerns about the ethical conduct of the project 
 understand that the project will include audio recording however, the interview will be taped at the 
discretion of the respondent and the researcher is willing to turn off the tape if that is requested  
 understand that non-identifiable data collected in this project may be used as comparative data in future projects 
 agree to participate in the project 
 
 
Name  
Signature  
Date   
 
 
Please return this sheet to the investigator. 
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Appendix 2 
Sample Interview Guide 
 
1. Tell me briefly how fundraising assists your organisation. 
2. What is the current organisation structure? How would you describe its support to raising 
funds? 
3. What is the fundraising structure? How would you describe its relationships with other 
functions in the organisation? 
4. Has the organisation structure changed since fundraising was introduced? How has it 
changed? 
5. Are you happy with the structure? What would you change? 
6. What barriers are there to having the ideal organisation structure? 
7. Are there any further plans to change the organisation structure in relation to fundraising and 
if so, why?  
8. How would you describe the fundraising strategy that the organisation has adopted? Is there a 
written document that captures the fundraising strategy? 
9. How would you describe the resourcing of fundraising in the organisation? 
10. Do you anticipate these resources changing in the future and why? 
11. Other participants have indicated that there are high expectations of fundraising from the 
Board but no resourcing to deliver results. What do you think about this and has this 
happened to you? 
12. Do you think your Board understands about investing in fundraising? Please explain. 
13. Do you think your fundraising is resourced enough? Please explain. 
14. Do you think the organisation’s infrastructure is resourced enough? Please explain. 
15. For every $1 invested in fundraising, what do you think the dollar return would be? 
16. Why do you consider your fundraising to be successful? Are there particular principles that 
must be adhered to? 
17. Have you benchmarked or benchmarked your success with other organisations, formally or 
informally? Please explain. 
18. Have your fundraising practices changed or improved as a result of comparing to other 
organisations? Please explain. 
19. Thinking about other organisations, do you know of any dysfunctional organisations in 
relation to fundraising? What do you think makes them dysfunctional? 
20. Are there different perceptions of fundraising practice in various parts of the organisation? 
What are some of those perceptions? 
21. How would you describe the values and goals of the organisation? How do they relate to 
raising more funds? 
22. Would you say that there is an outward-looking culture? Does the culture appear to seek 
growth and innovation to succeed? To what extent? 
23. Do you think that the culture of the organisation prevents or encourages growth and 
innovation in the organisation? How does the culture affect fundraising? 
24. What barriers within the organisation hinder it from raising more funds? 
25. To what extent does fundraising achieve the organisation goals and mission? 
26. What external forces affect your raising of funds? How would you describe the ability of the 
organisation to respond to these? 
27. What would you change within the organisation that would help it raise more funds? 
28. If you had to choose one thing that is imperative to your successful raising of funds what 
would it be? 
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29. What recommendations would you make to other organisations who want to raise more 
funds? 
30. Do you think that there is a relationship between the organisation structure and the ability to 
raise funds? Please explain.
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Appendix 3 
Example quotations relating to themes 
 
 
 
Title 
 
Theme 1: How fundraising assists organisations 
 
CEO It’s critical to us doing everything we do. 
  
 Theme 2: Fundraising structures within organisations and key relationships 
 
CEO Rather than just relying on general donations it’s become a much more strategic and targeted approach. 
CEO What we did have was a disintegrated structure – and absolutely no overarching strategy whatsoever. Now, we're just finalising the last pieces of a 
functionally designed team where there's strategic leadership, policies, procedures, protocols, clear ways of working together as a team. Proper 
reporting, accountability.  
CEO Cultural problems. Legal problems. In order to be represented as an independent charitable organisation in 50 to 100 countries, it brings self-
governance issues…. How does your vision and values as an organisation translate across different cultures are huge questions for us.  
CEO It's not about fundraising per se; it's about getting the resources you need to get success in terms of the outcomes for the cause.  
CEO All staff moved from ‘clients first’ to ‘donors first’ with no resistance and this was supported by the whole Board and the Fundraising Subcommittee. 
CEO One of the things we do is fundraise so we take them on an educational journey. 
  
 Theme 3: Strategies used and resources required 
 
CEO We have operating plans that were based on outcomes, goals and targets. The outcomes were the long term goals. The goals were the milestones 
along the way. And the targets are what we are aiming for that particular year. 
CEO If we could invest more in fundraising then we would have more money to then invest in our research and health programmes, but we also have to 
maintain the investment in those areas whilst we’re growing fundraising. 
CEO The Fundraisers would love to have more money. The programme people would love to have more money. And the Board would love to have the 
lowest ratios of anywhere. 
Fundraiser I believe that it is the role of the fundraising professional to set the expectation for the Board and not for the Board to set the expectation for the 
fundraising professional. 
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Title Theme 4: Successful fundraising and underpinning principles 
 
CEO So fundraising falls to the last person to step back in an organisation. It falls to someone who they say, "You're quite arty why don’t you do the 
graphic design on our thing. You're a good talker you can go out and represent our cause. You're old, you can do bequests”.  
Fundraiser So rather than looking at the needs of the organisation and creating a structure that fits those needs and then staffing it, in some cases they looked at 
the staff that they had and then fitted structure around those people.  
Fundraiser They (donors) want to meet with the head of the organisation who is the visionary and the financial manager who knows exactly what he or she is 
going to do with that money. 
Fundraiser So recruiting the right people, giving them the right resources and recognising that they know what they’re doing and letting them do it is important.  
CEO To take a donor on a journey where they will give, they will pray for us, they'll engage with their friends for us, they'll talk about and they'll leave a 
bequest to us.  
CEO Being able to use the imagery of sick and injured kids is critical and it's a really interesting dilemma because the hospital wants to promote healthy 
kids.  
Fundraiser I can’t speak more highly of our CEO.  
Fundraiser The relationship of the Chairman and CEO. If that doesn’t work, nothing will.  
CEO Take a bit of pain for a few years and put the building blocks in place so that you can grow the organisation.  
CEO Use the science around fundraising and get some experts in to help you. Don’t spend a fortune but get some good experts in and do a couple of things 
right.  
Fundraiser Put professional people into the key positions.  
CEO No one is going to give to you if they don’t know who you are, and complete the feedback loop, ensure that whoever you’re dealing with understands 
how you’ve invested and the impact that that investment is having in relation to your mission. 
Fundraiser Not everyone can ask for money. It’s a profession now and we have to be professional about what we do.  
Fundraiser There's not that many good Fundraisers out in the market so you need to look elsewhere.  
Fundraiser If the fundraising team answers directly to the CEO/Board, it’s more successful than if there are layers of management between it. When you put the 
layers of management between it, the message about fundraising gets diluted and they don’t understand fundraising strategy and how to get to the 
income targets.  
CEO There should be harmony with the CEO but not necessarily reporting to them. There needs to be a functional and structural relationship however.  
CEO Marketing creates the relationship between individuals and you need a cogent marketing plan that makes sense and is well thought through and 
relevant. Fundraising is not marketing and marketing is not fundraising.  
CEO If we can understand how organisations are engaging with their constituencies, it is always a learning for us.  
Fundraiser And so I attend a number of conferences a year and I encourage my team to attend conferences because you can come away with such little gems of 
things to put into place.  
CEO I’ve learnt from others by observing them and just grab little bits and pieces out of all of those experiences for operation.  
CEO We've discovered we can use our data better. That's increased our yield on some of our programmes.  
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Title Theme 5: Organisational culture relating to fundraising 
 
CEO It’s not too bad here actually because most of the Fundraisers get to know pretty intimately what all of our health team are doing, and what the 
researchers we’re funding are doing, because it’s those stories that they need to tell to donors when they talk to them about where their money is 
going. 
Fundraiser There are a lot of people who don’t understand it and are scared. People are scared of asking for money, so they know we ask for money so they’re 
scared and there are some client services providers who don’t want us to ask their clients for money because they think it’s dirty for the organisation 
to ask their clients for money. 
CEO We talk about inculcation of philanthropic culture. 
Fundraiser One of the key values is that we have open and honest communication and maintain a high level of integrity.  
CEO Our staff in the Foundation live and breathe the values, such as integrity, respect and innovation.  
CEO Fundraising is integral to the success of everything we do. Staff know that even if they’re working on a really important health programme … that 
their salary and their programmes are funded by lots of little donations from supporters who are supporting us on a regular basis and through the 
wonderful people who are thoughtful enough to leave a gift to us in their will. 
CEO Innovation is a very big part of this organisation, so that aligns very well with our fundraising desire to do new things and different things. 
Fundraiser Well, it works within those strategic priorities that it has and it's a significant contributor to sustainability and to awareness raising and they're two 
core priorities. Without it we're cactus. 
CEO I would say we’ve come a long way towards that. 
Fundraiser By bringing in consultants that helps the culture and it helps the learning and the growth so that there are various ways to develop an outward looking 
culture. 
CEO We are constantly on the hunt for what new things we can do or how we can improve the service delivery we currently offer. 
CEO It’s a mantra right now from a leadership perspective. 
CEO Culture has a major impact on your fundraising because you can’t have barriers within if you want to deliver something successfully out into the 
wider community. 
Fundraiser The culture affects fundraising positively because all I've encountered at the moment are people who are passionate about their work, keen to share 
their knowledge and experience, keen to be supportive. In this organisation we proactively engage in that education process. 
CEO All of our staff are advocates, have opportunities that the fundraising team wouldn’t normally see and our staff, parents, children and families are our 
biggest advocates. 
CEO You should engage the whole organisation in its understanding and awareness and importance of it. But I don't think you can make people be 
involved in it. But they certainly exist to support the fundraising. 
CEO You can have structure but if there is no culture you can’t fundraise. 
CEO If there’s a culture within the organisation, the structure really is there for the mechanics to deliver it, but once you’ve got the culture right, that 
means that fundraising’s important, everyone buys into it. It’s the culture of understanding how fundraising fits in to the overall strategy, and why.  
Fundraiser They are both equal but if you don’t have one it does affect the other. (culture and structure) 
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Title Theme 6: Barriers to success and changes required 
 
Fundraiser There is need for a consistent pipeline and a clear pipeline of high priority needs to fundraise against. 
Fundraiser A barrier for us is not having the internal technology that we need to be able to do better fundraising, whether that's data analysis or IT side of it. 
Fundraiser If you don’t have enough resources, you won’t ever be able to achieve. 
CEO The gen Y, the new young people coming through…you've got to make sure you have options for them to be able to give to you and cultivate them 
for the future. 
CEO Just give me lots more Fundraisers, I think it does come down to that. 
Fundraiser A good pipeline ensures everyone follows due process in the solicitation of gifts. The pipeline is for the high priority needs and is a very clear and 
consistent method. 
Fundraiser If there are too many barriers in the structure it is too hard to fundraise.  
CEO The organisation structure has to offer the flexibility and the budget and the passion for the fundraising people to raise funds.  
CEO Because fundraising can’t exist in isolation, you need an organisational structure. So an organisation has to have infrastructure that helps it deliver its 
fundraising. The interrelationship between fundraising and organisational structure is absolutely imperative. 
CEO If you have a professionally run and structured organisation you are more likely to be successful than a lot of charities are where they have delightful 
people on the Board but with not the right skills, and where they employ people who are well meaning but not professional Fundraisers. Yes, there is 
definitely a positive relationship between good governance, good management, and leadership and good outcomes. There is no doubt in my mind.  
CEO You need to have a structure; you need to have a culture within the organisation. That fundraising is part of that organisation. You’ve got the right 
people, right roles type stuff but I’d say just build that culture and see the importance of it. 
Fundraiser There has to be a relationship between the organisation structure and the ability to raise funds because we're at the highest level of management table. 
By being on the exec we've got a good voice and we're well heard. Really fundraising should be included at the most senior level. 
Fundraiser Organisational structure can impact on raising of funds.  
CEO The organisation structure is a design that reflects what you value. It is saying we value the development team the same as we value services. 
CEO It’s not just about structure, it’s also about culture. 
CEO Donors support a cause without knowing the specific organisation and the exact purpose the donation is for.  
CEO Donors give to a case and they don’t tend to just give to them and trust that they are going to do good things with their money. 
CEO All organisations can raise money and will attract interest and new donors. It is good to have more people giving. 
CEO The Church used to have a bigger part in people’s lives and people were brought up knowing the needs of others and there was a greater awareness of 
community. Now with less Church attendance, less people are interested in the community and they haven’t learnt through the Church about 
obligations in the community. 
CEO It just leads to inevitable inefficiencies. Every organisation does need some form of infrastructure.  
CEO  More people giving is not justification of organisations’ duplication of a cause and mission.  
Fundraiser It’s not about less organisations, it’s more about duplication of service provision. Not everybody is philanthropic in nature.  
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Appendix 4 
Table of Agreements and Disagreements with 15 issues 
A = Agreement; D = Disagreement; A & D = Agree and disagree 
Interviewee Title 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 
A CEO A A A A A A A A A A D D A A A 
B FR A D A A A A A A A A A A A & D A D 
C CEO A A D A A A A A A A D D A D D 
D CEO A A D D A A D A A A A A D A A 
E CEO A A D A A A D A A A A A A & D A D 
F CEO A A D A A A D A A A A A A & D D A 
G CEO A D D A A A D A A A A A A A D 
H FR A D D D A A A A A A A A D A A 
I CEO A A D A A A D A A A A A A & D D A 
J CEO A A D A A A D A A A A A A A A 
K CEO A D A D A A A A D A A A A & D A D 
L CEO D D D A A A D A A A D A A A D 
M FR A D A A A D D A D A A A D A D 
N CEO A A D A A A D A A A A A A A A 
O CEO D D A A A A A A A A A A A & D A A 
P FR A D D A A A D A D A A A A A A 
Q CEO D D A A A A A A A A D D A A A 
R CEO A A A A A A A A A A A D A A A 
S FR A D D A A A D A A A A A A & D A A 
T CEO A D D A A A A A A A A A D A A 
U CEO A D A A A A A A A A A A D A D 
V FR D D A A A A A A A A A A A A A 
W CEO A D A A A A A A A A A A A & D A A 
X FR A A A A A A A A A D A A A & D A A 
Y CEO A A D A A A A A D A A A A A A 
Z FR D D D A A A A A A A A A A & D A D 
AA FR A A D A A D A A A A A A A A A 
BB CEO A D A A A D A A A D A D A A D 
CC FR D D D D A A A A A A A A A & D A A 
DD CEO D D D A A A D A D D A D D A A 
  
 
 
